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EBERSTADT COM ‘ITTEE RAPORT 
INDEX OF RECOMMENDATIONS 


INT: LLIGENCE 
Central. Intellize nee Agency 


Director 
Appointment of competent civilian as Director 
is preferable but military man should not 
ba disqualified SHOCK OHH OHHKEK CECE TERE CR EERE AED It h3 
Dirsctor must have continuity of tenure esesseseseee II 38, II 3 
Inclusion of Director in membership of 
Joint Intelligence Committee of Joint 
Chiefa of Staff should be considerad. seseusesessee II 52 
Evaluation Board should be established by CIA 
at hich level, consisting of small group 
of highly capable people, freed from . 
administr:tive respenslbilities Heeereeterseasesere 36, II 9 
Feasibility of shifting large part of State 
Department's intellirence section to 
Central Intelligence Agency should be 
studied POPSHHESTSEOAHEPESESOKEERHETVOSEVESHRVESEEE TI 50 
Internal structure and external relations of 
CIA must be improved SHOKEHOHEO SEF OCO HOR EOE SERE EDS 36, II 48, It 53 
‘Participation by CIA in planning and operations 
of Chiefs of Staff is recommendad ececesccecesesse II 52 
Relationship of CIA to other agencies 
Closer working relationships should be 
established between the sections of CIA 
responsible for the preparation of estimates 
and the National Security Council staff 
and the Yoint Intelligence Group of the 
Joint Staff coceeseccencveoneveovccsvavevesesacsee Ll 53 
National Security Council should sive more 
attantion to relationships of CIA to 
other intellivence BPENCLES seseccaesesnecsceneceee Ir 60 
Esplones ; 
opesed revision of espiona:e laws should be 
carefully examined by Congrass evveccceveccveneessee iLL 59, iit 2h9 


inprovement of other Lene agencies should 
receive at on of Natlonal Sec ¥ Council esses II 60 


Joint licence Comittes of Joint Chiefs of 
Inclusion of Director of Central Intcllizence 


‘Agency in membership of Joint Intelligence 
Comittee is desireble srasccccssecconensceesecenesss Ir 52 
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SE Services 
- ,dutelligence Corps or attractive intelligence 


careors should be provided by the services sececeerseeneeeeee L325 Ly, TH ko 
Intellivence oatimates of services must be 


improved cI ET USOUISTLOLICTISICTOLTTLTITITiTiiricrrrirer rrr iy eee! ho 


moe en of intelligence systems should be ; 
fe n two or three years hence eedvecccceneerenazeceoese Lt 10 


Sotentitt fic intelligence including medical intellizonce 
enou ev usted centrally SOPRA PE CHEN RTE HESE THOR ESTEE EEE NB, it 56257 
Facilities for evaluation and collection 


Should be improved seccseccsceveveavecscesevessccensecsensece LL 56 
Resoarch and Nevelepment Board and CIA should give 

consideration to establishing a acientific and 

medical intellicance unit sescseseecesussecevecessegssessteves LL 


INTERNAL SECURITY —_ . . 
One cantral syonee should formlate policies for oO 
; on's internal security SOCHCCOKOKERHS OHHH E RESO OEE CORTE DEER ai, 6, Tir 2h7, 


IIT 218 
=oppaed revision of the pipes Act, now in 
Bau 6. we * Sno. 


° 

be given a thorough study by all intercsted 

agencies and by Congresa before enactment to 

avoid endangering fundamental liberties SHORT REP TET EEE NTE OD ‘IYI 248 


Vigorous attention should be given to Internal - 
curity by National Security Council sesessesescenvecnecevee Cl, 166 
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Report by the Commission on 
HE NATIONAL SECURITY ORGANIZATION uS/P-7 


(Volume 1) -teneee 
SUMMARY OR RECOMMENDATIONS 
III. TEAMWORK AND COORDINATION THROUGHOUT THE NATIONAL SECURITY 
ORGANIZATION SHOULD BE IMPROVED 

{d) that. vigorous efforts be made to improve the internal 
structure of the Central Intelligence Agency and the quality of ite 
product, especially in the fields of scientific and medical intelii- 
gence; that there be established within the agency at the top echelon 
an evaluation board or section composed of competent and experienced 
personnel who would have no administrative responsibilities and whose 
duties would be confined solely to intelligence evaluation; and that 
positive efforts be made to foster relations of mutual confidence 
between the Central Intelligence Agency and the several departments 


and agencies that it serves; 
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- Report by the Commission on 
THE MATIONAL SECURITY ORGANIZATION uS/F-7 


(Yolume 1)~Seatten 
FINDINGS AND CONCLUSICNS 
THE NATIONAL SECURITY ORGANIZATION AFFORDS & MEANS 
FOR INTEGRATED PLANNING AND PERFORMANCE 

7. ab te ds a 

The second requisite to sound security measures is complete and 
dependable intelligence. The Act properly placed the Central Intelli- 
gzence Agency” directly under the National Security Council. Obviously, 
the correctness of the Council's conclusions will be directly related 
to the quality of the information at its disposal. If the intentions 
of foreign nations are incorrectly reported or their military strength 
and potentials are either underestimated or exaggerated, this will 
affect the Council's decisions and recommendations to the President 
and, in turn, the size and cost of the armed forces. To reach valid 
conclusions, the National Security Council needs, above all, full 
and securate intelligence, developed to meet the needs of national 
policy rather than in aniper’ of the views of a particular service 
or department. So that the Council might receive composite, balanced, 
and evaluated intelligence, the Act provided that the Central Intelli- 
gence Agency should draw on all available sources and thus avoid in- 


complete or “slanted” views. 


an SN OTe rT aaccnermnennnnnstnememenentemsmmmennemeatinacstmmennetneenamnains ainsi ae 


“See Vol. II, Chapter II, Central Intelligence Agency 
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Report by the Commission on 
THE BATIONAL SEOQURITY ORGANIZATION nS/P-7 


(Volume 1)=fiutiea 
HINDING OF SIONS 
THS NATIONAL SROURITY ORGANIZATION AFFORDS A MEANS 
FOR INTEGRATED PLANNING AND PERFORMANCE 

5. I st | #9 

Intelligence is the first line of defense in the atomic age. Recog- 
nition of its preeminent role in defense planning was given in the 

 ‘$atdonal Security Aot by creation of the Central Intelligence Agency ai- 

rectly under the National Security Council to coordinate intelligence 
activities of the Government and to collect, correlate, and evaluate 
intelligence. The relationships of this agency to some of the other 
intelligence agencies of Government=-notably to @-2 of the Army, the 
Federal Bureau of Investigation, the Atomic Energy Commission, and the 
State Department have been and still are unsatisfactory. But even more 
important, the Committee is convinced that too many disparate intelligence 
estimates have been made by the individual departmental intelligence 
services; that these separate estimates have often been aubjective and 
Diased, that the capabilities of potential enemies have frequently been 
interoreted as their intentions, and that a more comprehensive soilec 
tion system, better coordination and more mature and axperienced 
evaluation are imperative. 

The Central Intelligence Agency is sound in principle, but im 
provement ia needed in practice. It is not now properly organized. 


& serious deficiency 1s the lack of an adequate top-level evaluation 
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board or section, whose duties are confined solely to the evaluation 
of intelligence, with no responsibilities for general policy or 
administrative matters. 

Co-equal improvement in G-2, FBI, ONI, State Department and other 
Government intelligence services jeune essential. Above all, a 
spirit of teamwork must govern interagency intelligence relationships. 
The Central Intelligence Agency deserves and must have a greater 
degree of acceptance and support from old-line intelligence services 
than it has had in the past. 

the Committee is ooncerned by the somewhat haphasard method employed 
by the services in the selection of officers for important intelligence 
posts. G-2 in the Army has had seven chiefs in seven years, some of 
then with no prior intelligence experience whatsoever. 

The Committee believes that intelligence careers within the 
services must be encouraged, either by the satay Catuent of e 
separate intelligence corps or by other means.” A prime problem 

| within the Central Intelligence Agency itself is the recruitsent of 
qualified personnel. In the last analysia good intelligence depends 
oa good pergonnel. | 

The Committee is particularly concerned over the Nation's 
inadequacies in the fields of scientific and medieal intelligence. 
There are difficulties peculiar to this situation which the Com- 
mittee has not overlooked. Yet the vitel importance of reliable 


and up=to=deate ecientific and medical information is such as to © 


* Phe Committee has been informed that the Armed Services Personnel 
Board has undertaken a etudy of ways and means to improve quali- 
fications of intelligence officers and to provide attractive 
careers for officer specialists in this field. 
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call for far greater efforts than erppear to have been devoted 
to this essential need in the vast. 
Suggestions were made to the Committee that the primary 
“responsibility for the generation of scientific and medical . 
intelligence should lie with the Hesearch and Development Board, 
This conclusion was based upon the history of frustration of the 
one scientist (who has now resigned charged with these duties 
in the Central Intelligence Agency.” An intelligence services, 
which mist put a premium upon anonymity, ie unattractive to a 
scientist whose professional reputation is so dependent upon 
open contacts with other scientists and upon public expression 
of his own scientific views. Other elements of the National Mili- 
tary Establishment engage in specialized intelligence activities-~ 
the Navy collecting naval data, the Air Force data peculiarly 
important to air power, the Army data about land armies--and, 
" therefore, 1t would be logical to equip the Research and Develop- 
ment Board with its own service, the fruits of which could be 
garnered and utilized by the Central Intelligence Keeney ae in 
the case of all the other apanetee: This suggestion has con- 
siderable attractiveness, ani perhaps in the future, if the 
scientific intelligence activities of the Central Intelligence 
Agency do not materially improve, it may have to be adopted. 
But it has two major disadvantages, The Research and Development 


Board, unlike the services, is not an operating agency; intelligence 


tenner een een eterna eit nn ee 
"fhe Committee has been advised that a replacement haa been made. 
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collection would put it into the cperating field. Moreover, the 
establishment of still another intelligence activity would render 
more difficult the tack of the Central Intelligence Agency's 
authority--which needs strengthening rather than weakening. 
Accordingly, rather than recommending thie course, the Committee 
felt that the Central Intelligence Agency and the Research and 
Development Board should in cooperation decide on the form and 
placement of scientific and medical intelligence and, above, all 
should proceed energetically to obtain a staff with competent 
and experienced personnel. This task, in the Committee's judg- 
ment, is an urgent one, demanding high priority in energy, 
resourcefulness and attention. 

In reaching its conclusions, the Committee ani its staff had 
the benefit of consultation with a group, appointed by the Presi- 
dent, who ore making an examination of the Central Intelligence 


Agency under the supervision of the National Security Council. 
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Report @y the Commission on 
THE MTTONAL. SECURITY ORGANIZATION NS/P7 
(Volume II). 
CHAPTER IT 


THE CENTRAL INTELLIGENCE AGENCY 
onal an ce elilvence 


I. HISTORICAL BACKGROUND 


The first effort toward a central intelligence systen was 
taken in July 19h1, when the Office of Coordinator of Information 
(sometimes called “(cI) was ostablished by Executive Order and 
aitieeiane to collect, analyse, and make available to the 
appropriate officials all information relating to national 
security. The “dor included propaganda functions, The organization 
was large and umrieldy, In dune of 192, the propaganda aspects 
of OCI's responsibilities were transferred to the Office of War 
Information (OWI). The Office of Strategic Services (08S) was 
established during the same month to continue the function of 
evaluating and correlating intell'.cence information, It was alao 
to be the agency responsible for secret intelligence and the 
conduct of guerrilla warfare. . 

OSS ocntinued to perform thease functions throughout the war. 
Consider:ble thought was given in the summer of 1915 to the way 
in which the central evaluation and collection of intelligence 
could best be accomplished in peacetime, Papers on the subject 
. were prepared for consideration by the Joint Chiefs of Staff, 
the Secretarics of War and Navy and other officials concerned. 

In September 1915, by Executive Order the research and analysis 


. 
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functions of OSS were transfrred to the State Departmont. From 
this transfer hag resulted the present Office of Inteliirence 

and Research in the State Department which now reports to an 

. Assistant Sgerateny of Stete, Simultaneously with the transfer 
of reacarch and analysis to the State Department, the Strategic 
Servicea Unit (SSU) of the War Department was oatablished to 
liquidate the rather substantial quantities of oporational material 
accumulated by OSS during the war, S5SU was also charged with 
carrying on, on a more or less caretaker beais, the secret 
intelligence functions formerly performed by OSS, In other worday 
the two most important units in OSS were split between two 
departments» 

By Executive Order dated January ‘22, 19,6, the National Ine 
tellisence Authority, consisting of the Secratarios of State, War, 
and Navy, was established by the President. Under the National 
Tirta ls genes Authority was constituted an organisation 
bead as the Central Intellizence Group (CIG) under the direction 
of a Director of Central Intellicence, The CI: wa charged with 
correlation and evaluation of intclligence, the coordination of 
departmental intelligence activities, and the performince of . 
intelligence services of common concerts . 

Tho Naticnal Security Act of 197 abolished the National, 
Intellizence Authority and transferr-d the functions of the Central 
Intelli-ence Group to the present Central Intelliczence Agency 
(generally referred to as CIA), 


t 
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The new a-oncy was superimposed as a top-level national 
security organisation, «bove the older-established service 
“Antel i “ence azencies, Those older services, G2 of the Army, 
Office of Naval Intelilgenca, A~w2 of the Air Force, and the 
Federal Bureau of Investigation (FBI) (with counterespionage 
functiona), all hed long histories bahind themy CIA with creat power, 
great authority, and gteat hopes was, in point of time, @ nouveau 
Tisha, In addition to its wrk with theses agenclea, CIA had to 
establish close working relationships with a new and ambitious 
State Department intelligence branche Its work, therefore, ext 
squarely across and through the National Military Establishment. 
“Cehouan it was not, itself; a part of that establishment) and 
extended boyond the military establishment to othar departments 
of vovernnent., CIA wag given a miasion new to our hister, and 


obviously occupiss a position of peculiar difficulty. 


IIe ORGANI ATION OF CENTRAL INTELLIGENCE ACENCY 


The National Security Act of 19)7 (Sec. 102 (d)(1)(2)(3)(h)(5)) 
provides in substarios that "for the purpose of coordinating the 
intellicence activities of the several Government departments and 
agencles in the interest of national security" the Central 
Inteliigence Agency, "under the direction of the National Security 
Council" shalls | 

"(1) gee advise the Naticnal Security Council in matters 

concerning such intel:igence activities of the 
Government departments and agencies as relate to 


national security; 
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"(2) eee make recommendations to the National Security Council 
for the coordination of guch intelligence activities 
' of the departments and agencies of the Government as 
relate to the national security) 


"(3) eeecorrelate and evaluate intelligonce relating to the 
national security, and provide for the appropriate dis~ 
semination of such intelligence within the Government 


using where appropriate existing agencies and facilities eve 


"(L)  eeeperforn, for the benefit of tho existing intelligence 
avencies, such additional services of common concern 4s 
the National Security Council determines can be more 
efficiently accomplished centrally; 

"(5) ,yeeperform such other functions and duties related to 

intellicence affecting the national security as the 
National Security Council may from time to time direct," 

The statute furthor provides (Sec. 102 (a) and (b)), that the 
Director of Central Intelligence shall be appointed by the 
President, by and with the consent of the Senate, from among = 
commissioned officers of the armed services or from among individuals — 
Aneivilian life. His tenure is indefinite, His annual compens:tion 
is $14,000. Ifa Seusiwtcned officer, he is expressly removed 
from the chainof comnand of any of the three servicea “in the 
performance of his duties as Director." His tenure of office shall 
not affect his service rank or status, The differenbe between hie 
service pay and $1,000 is made up, 

At Bianco there ia one Deputy J4rector, Tha Deputy Director 
acts for, and in the absence of, the Director. Ho ig the principal 
link between the Director and the operational and administrative 
functions of the Agenoys 

CIA is divided into five major offices, each headed by an 


‘Asgistant Director, In addition there is a division concerned with 
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admiiistration and housekeeping, and a division charged with the 
sntarcenent of security. 

The five major offices are the Office of Reports and Eetinates 
(ORE), the Office of Collection and Dissemination (00D), and three 
other offices charged with the collection of information by 
sonktaring foreign broadcasta, examining foreign documents, 
coliecting information by clandestine means, conducting counter= 
espionage abroad, and other works 

The Office of Collection and Dissemination performs services 
not only for CIA but for a number of other Government agencies as 
well, It mainsteins, through the use of sachine records, eontrel 
indexes indicating the substance and showing the location of 

information relating to foreign personalities, scientists, otc. 
and grephico material suoh as photographs of foreign intellizence 
value and foreign industriel information, OCD also includes a 
wo~called liaison branch which endeavors to insure that routine . 
reciprocal channels between CIA and other azencies (State, Commerce, 
Agriculture, the Armed Services, etc.) are maintained so that 
information secured by these othor agenoles is available to CIA 
and that reports prepared by CIA are sopeNe distributed. OCD 
alao trica to elininate duplication in the field of collection by 
seeing! (1) that a request for information by a CIA division is 
routed to the appropriate collecting agency (State, G2, the 
clandestine service, etcs); (2) that collection machinery is not 


put into operation at all if the information req:ired ia eLready 
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available (this is accomplished by reference to the machine 
records); and (3) that two or more roquests are not made by 
different individuals, branches, or agencies for collection of the 
same information. It disseminates CIA's reports to other 
Government agencless ; 

The principle function of the Office of Research and Estimates 
is the evaluation of intelligence and the preparation of intelli gence 
estimates, For this purpose ORE is divided into six regional 
branches representing geographical areas. These branches are 
chmccad with the examination of "raw" information concerning their 
respective eras which ecmes in the form of thousands of sables 
and reports from State Department missions abroad, from military 
and naval attaches, from clandestine sourcas, stc,e Estimates mace 
by regional branches form the basis of revorts from CIA to the 
National Seourlty Counc or other "customers", In addition to 
the regional branches ther: are four groups concerned with 
econonica, acience, transportation, and international orzaninatdions.e 
These groups act as expert conaultante to the rezional branches in 
the preparation of their oatimates, Tho Assistant Director in 
charge of ORE is asaisted by a planning, reviewing, and editorial 
ataff. 

OR! also performs a service of comon concern to many 
Government departments through the medium of a Map Branch where 
central indexes of foreign maps are kept and facilities for map 
making are availeble, 


Approved For Release 2003/09/27 : CIA-RDP86B00269R000500050064-1 


Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1 
NS / Pe] 
III. OTHER INTELLIGENCE ACENCIES 


CIA is the apex of a pyramidal intellizence structures Other 

Gvauatnt inteliigence agencies, without which no intelli sence 
service could ba complete, are numerous and importante. This study 

| is primarily concerned with CLA since the Committee's work schadule 
did not permit detailed examination of the structures of the 
separate service departments, The State Department and the 

Federal Bureau of Investigetion and other Governmental departments 

with intelligence activities lie beyond the scope of the work of the 
Comtteee Nevertheless, it would be misleading and inaccurate 

to focus attention solely upon CIA without meaningful reference 

to the other intelligence agencies, 

The service agencies are three—the Army On2, the Office of 
Navel Intellizence, and A~2 of the Air Force, The Federal Bureau 
of Investization is charged with counteresplonage in this Country, 
although the Army's Counter Intelligence Corps carries out investiga» 
tions within army ranks, The Navy and the Air Force also investigate 
their own personnel, calling in the FBI from time to time, The 
State Department mainteins its own Lntelligence branche Each of 
these services maintain siseable organizations for the collection 
of intelligence (through military, neval, and air attaches and by 
other means), for its classification, and for its evalu téon and. 
analysia, Each maintains certain expert advisors and specialists, 
each some researchers, Each must cooperate with and dovetail into 
the other; each must support and maintain CIA if there is te be 


7a . 
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effective intelligence, Neither these agencies nor CIA can operate 


with success independently; they are all interdependent. 


IV, RELATIONSHIP WITH OTHER AGENCIES 


Contact between the National Security Council and CIA is 
‘maintained through the Director of CIA who attends Council neatingse 
Three joint camsittees contribute to the relationship between 
CIA and other Government aushateat 
(a) By National Security Council directive there exiats 
an organizationknown aa IAC (Intelligence Advisory Committee) 
consisting of the prinelpal intelligence officers of State, 
Army, Navy, Air Force, the Joint Staff, and the Atomic Energy 
Commission. The Director of CIA acta as chairman, although 
CIA technically is not a member of the committees, In the 
past it has dealt largely with procedural matters, although 
on occasions it has met to cenaider matters of substantive 
intelligences The Intel iigence Advisory Committee was probably 
originally established. by the National Security Council as a 
forwa to deal with problems arising in the course of CIA's 
des charoe of its statutory duty "of coordinatinre the intelli gence 
activities of the several Sovernment departmonta eases 
(b) Within CIA 4s a group known as ICAPS (Interdepartmental 
Coordineting end Planning Staff) which consists of a number of 
individuals assigned to CIA by the State Department and the 
military services, Its activities to date hove largely 
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consisted of handling papers of procedural concern to 

Intelligones A'visory Committee azenclese The chairman of 

-ICAPS is the official CIA repr-santative at mectings of the 

National Security Council staff. A representative of CIA's 

Office of Rescarch and Estimtes attends meetings of the 

Council's steff when invited, and is thus developing an 

informal working relationship between CIA and the Council's 

staff. 

(co) A tirird Comnittee is the sowcalled "Standing 
Committee" which consists of ropresentativos of Stete and 
the military services ee the "Colonel" level who are not 
assigned to CiA but are charged within their respective 
agencies with cogni.ance of CIA matters, - 

The Director of CIA has no direct, formal contact with the . 
Joint Chiefs of Staff, The Joint Intelligence Committee of the 
Joint Chiefs of Staff does not inolude him in its membership 
although the lower-achelon Joint Intelligence Group of the Joint 
Staff ineludes a CIA representectives Representatives of both tha 
Joint Staff and of CIA participate in Int lligenee Advisory Coes 
mittee meetincs, which does provide a certain contacte=thouch a 
tenuous onee-between the Joint Chiefs of Steff and CIA, 

Working relations with outside azencies are iaintained through 
the liaison aectiona of the Office of Collection and Dissemination 
of CiA, These maintain channels for routine reciprocal interchange 
of information needed by CIA or other Government agenoies and for 
the distribution of reports, ‘iorking relationships also are being 
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built up with warying degrees of success between the regional branches 
of the Office of Reports and Fstimites and their opposite numbers in 
State, Ga2, ote. 

Another type of relationship is the ad hoc comittee, of which 
a mumbor have been constituted. An example is the committee formed 
under the chairmanship of a representative of ORF, to allocate amongst 
Government agencies responsibility for compiling appropriate sections 
of basic regional studies (political sections to State, sections on 
road communications to Army, etcy) and to determine the priorities 


. to be accorded to studies of various areas, 


A working relationship exiats between FBI and CIA, 


Liaison is accomplished by representatives of CIA and FBI, designated 
‘for the purpoges ldaison is also maintainod by interchange of reports 
between the counteresplonage officlals of CIA and appropriate ro 
presentatives of FBI, | 

The FBI formerly investigated all progpective CIA employees for 
security, but due to the pressure of these and other commitments, 
FBI has felt obliged to discontinue thia services The FAI, however, 
cooperated with CIA, on the latter’: raquest, in special security 
chocke 


A type of relationship of considerable importance is exemplified 
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by the Chief of the Map Section of CIA, who is also a apocial 


assistant to one of the divisions of the State Department. 


Ve PERSONNEL 


(a) General 

There has b:en some newspaper and michofficial and unofficial 
eriticiom of the personnel of cIA, During the course of a much too 
rap.d expansion of the organization which took place under a pravious 
Director, mistakes in porsonnel procurement were mades There is 
evicencs, however, of improvenent in the recruiting of men and women 
with appropriate education, exp rience, and personality, although 
additional improvement is needed, Many of the individuals on the 
"desk" or staff level appear to be intelligence, enthusiastic, and 
competent. Time, experience, and training are necessary, probably 
requiring years, to build up a fully competent staff for all offices 
and echelons of CIA, This can only be seedup ated as a matter of 
internal administrative development with scontinulty of competent 
leadership, 


(b) Size of Operating Staff 


A number of the services that CLA performs as a matter of common 


. nits 
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concern to other arencies of the Government require substantial 
staffa, Those include the steffa necessary tot (1) maintain a 


reference library and central indexes of all intelligence materials 


(2) perform certain assantial liaison functicnss 


a central map service fora. Yovernmant agencies, and (5) examine 
quantitites of foreign documents measured in tong, The nurber of 
. individuals emoloyed in the conduct of CIA's clandestine activities | 


is probably not excessive when the peculiar servicer required for 


such operations are ocnsidered, A considerable steff will inevitably 


| be necessary to enable C1A to perform its evaluating function, 
Although there is duplication in the economic and political research 
done by various Government departments and agencies ineluding cA, 
the total number of persons anployed by the Government for reacarch 
purposes cannot, in all probability, ‘be very substantially reduceds 
(c) Administrative and Security Personnel 

The size of the Security Division of CIA is probably reasonable. 

The praesent aize of the Administrative Division seems excessive, 
particularly in licht of requirements for an administrative staff in. 
‘each of the offices in some of which security requires a larre depree 
of independence. On the other hand, an organisation as large os CIA 


requlras a substantial amount of housekeeping, telephone sorvice, 
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maintenance of personnel records, eta.e The problem is compliccted 
by the fact that accommodations to house CIA centrally are net 
available and could only be constructed at a substantial cost end 
with considersble publicltye A certain amount of decentralisation 
of CIA may be desirable for security reasons. CIA is spread 
saparate 

amongst twenty-two/buildings, including warchouses,all of witch 
must be mainteined and serviced scparstely. Moreover, cla 
mentale a large mumber of field stations of one sort or another 
in various parts of the United Statea and abroad wiich ere supplied 
by the Administrative Division. Reduction of the administretive 
overhead is possible and desirable, There is some evidence of 
interference b; administrative functionariss in matters of primarily 
operational concerme A certain amount of guch interferance is 
inevitable due to the fact that a Director will tend to antrust the 
enforcement of budgetary controla to his immediate administrative 


representatives, Too much interferance of this sort is undesirable, 


but this is an administrative problem that must be selved internallys 


Vie EVALUATION 


Intended as the major scurce of coordinated and evaluated 
intelligence, on wich broad naticnal policy could be soundly based, 
the Central Intel Ligence Arancy has as yet fallen sort of the 
objective, t#hile it Ane nade prozress in organising and equipping 
itself, 4.s product, however valid, does not presently enjoy the full 


confidence of the National Security Organization or of the other 
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agencies it serves and has not yet--with certain encouraging 
exceptions-=played an important role in the determinations of the 
National Security Council. 

CIA raises some difficult problems which, for reasons of 
security, are not easy to discuss. The Committee feele that CIA 
is seepeels located under the National Security Council; that ites 
organization needs continuing careful attention and that better 
working relationships with other agencies must be eatablished. In 
thie respect it suffers from a familiar fault, recurrent throughout 
the whole Rational Security Organisation. Its main problem, as is 
likewise true of most of the other agencies, is one ef personnel. 
The Committee emphasises a truisa, that good intelligence depends 
upon good personnel. CIA must have imaginative and vigorous 
supervision. The Committee is certain that the director of the CIA 

must have continuity of tenure and should de selected primarily on 
the basis of competence, but that, other things being equal, it 
would be preferable that he be a civilian. 

The Committee was particularly concerned over the Nation's 
inadequacies in the field of scientific, including medical 
intelligence. The vital importance of reliable and up-to-date 
scientific information is such as to call for far greater efforts 
than appear to have been devoted to thie need in the past. Soientists 
in general have expressed considerable distress at the paucity of 
information available and the relationship between science and CIA 


does not seem to de of the best. 
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The intelligence agencies of the services, the State Department, 
and the FBI must do their proper share, and the whole must pull in 
harness if our intelligence services are to be adequate to the 
difficult requirements of the atomic age. The very probleme that 
have beset CIA have troubled, to more or less degree, the other 
intelligence agencies. Of all these problems, one looms largest-- 
personnel. The skilled and experienced personnel of wartime have in 
most cases severed their connections with the services; selection 
and replacement of new personnel have isan: eu reesly haphesard. In 
one of the service's intelligence systeme at headquarters, Washingten, 
no Russian linguiet is now permanently employed. In Germany, the 

. conduct of the Army's Counter Intelligence Corps, a highly important 
part of intelligence works became notorious, yet inherently this was 
not the fault of the Corps; the personnel assigned to it had no 
qualifications er training for the work and was often of inadequate 
caliber. The Army's remedy for this situation was not to improve 
personnel selection and training, but to order all CIG personnel to 
wear uniforms, live in barracks, and report for regular Army meals. 
Under enak & Yegimen they were expected to keep in contact with the 
local population and to catch spies! 

choice {ntelligence dDerths in the services have too often been 
assigned to officers not particularly wanted by other arms or branches. 
The capable, experienced, and thoroughly devoted personnel who have 


specialized in intelligence have too often seen their organizations 
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and their systems ruined by superior officers with no experience, 

little capacity, and no imagination. In the Committee's opinion, 

it is highly. importent that en intelligence corps~-or at least an 

intelligence career--be provided by the services and that adequate 
selection and training systems be inaugurated. 

The services must also try to rid their intelligence estimates 
of subjective bias. Partly because of their natural service interests, 
partly because of inter-service budgetary competition, our estimates 
of potential enemy strengths vary widely, depending upon the service 
that makes them. The Army will stress the potential enemy's ground 
divisions, the Havy his submarines, the Air Force his planes, and 
each estimate differs somewhat from the others. In one specific 
instance, an estimate of the Joint Intelligence Committec of the 
Joint Steff of the Joint Chiefs of Steff contained so many 
sGuenitevencies within a single paper thet it was considered value- 
less for planning purposes. Out of this mass of jumbled material, 
and harassed often by the open kad covert opposition of the older 
agencies, CIA has tried to make sense. That it has not always 
succeeded has not been entirely the fault of CIA. 

Intelligence can best flourish in the shade of silence. But if 
4t is not subjected ¢é scrutiny 1% could easily stagnete. Another 
examination, two or three. years from now, of our intelligence system 
should be undertaken, either by a Congressional watchdog committes, 
or preferably by a committee akin to the Dulles group (deseribed 


below). The basio framevork for a sound intelligence organization 
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now exists; yet the material so far produced is by no means adequate 
to our national safety in this age of “cold war" and the atomic 
bomb. That framework must be fleshed out by proper personnel and 


sound administrative measures. Intelligence is the first Line of 


defense. 
Dublea Comiittes 


A detailed study of the organization and activities of the 
intelligence divisions of the government, including CIA, is being 
made by a committee consisting of Mr. Allen Dulles, 

Mr. William H. Jaokeon, and Mr. Mathias éorveas who are assisted by 

a staff of four directed by Mr. Robert Blum, of the Office of the 
Secretary of Defense. The Committee was appointed by the President 

on the recommendation of the National Security Council. It will make 
ite vecoet with specific recommendations by January 1, 1949. Ali 
preblems here considered will also be reviewed by the Dulles Committee. 
(qualifications of Director | - 

A moot question is whether the Director should be a civilian or 
4 professional wilitary man. The argument in favor of & service man 
-is that he will command more confidence from the armed services who 

talk his language and will respect his position and security, With a 
military man, the present pay scale will not prove a deterrent. The 
job could be develoned into one of the copteeaer assignments available 
to members of the three services. 

Against this, it is said that the position requires a broader 


background and greater versatility and diplomatic experience than is 
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usually found in service personnel; that the best qualified and 
most competent officers would not accept the position if to do 
so meant permanent retirement and an end of the road to important 
command or operational responsibility. If a military man is 
assigned to the position as a tour of duty, he will, it is said, 
inevitably be influenced to some degree, in the execution of hia 
duties, by his rank and status as compared with that of other 
officers with whom he deals. He may also be influenced by concern 
for his next billet. | 

The principal argument against a civilian is the difficulty of 
getting a good one. It will be difficult to attract o man of force, 
reputation, integrity, and proven administrative ability who has an 
adequate knowledge of foreign history and politics and is familiar 
with intelligence technique and the working machinery of the : 
Government and the allitary establishment. Not only is the pay low 
in comparison to industry and the profeseions, but the reward of 
success ie anonymity. The wisdom of putting an individual who lacks 
intelligences experience in charge simply because he 1s a competent 
administrator is dubious. A otvtd lea would have the advantage of 
being free from taint of service ambitions or rivalries. On the 
other hand a civilian may be more subject to political pressure than 
a militery.man. In certein foreign countries this has occurred. 
In any event a civilian would have to be a man of commanding 
reputation and personality in order to secure the respect and 
cooperation of the services. CIA's relations vith the State 


Department would mdoubtedly benefit from the presence of a civilian 
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director, known and respected by the Seoretary of State and his 
assistants. \ 

‘The intrinsic interest of the work, ites potential influence on 
policy, and recognition of public service to be performed might 
combine to persuade a competent civilian to accept the position, 

If so, his sppointment would seem desirable. A change in the statute 
that would disqualify a military man is not, however, recommended. 

Moreover it would not be wise, at this time at least, to amend 
the stetute to include a nentatory requirement that a military man, 
appointed as Director, must retire from the service. A competent. 
officer could be persuaded to retire from his service and abandon 
his career to become Director of OIA only if he felt some assurance 
of a reaaonable tenure of office. That na such assurance exists today 
appears from the fact that three different Directors have been 
appointed since January of 1946. A provision requiring the retirement 
from service of any commissioned officer appointed Director might 
appropriately be included in the statute--if coupled with provision 
for adequate retirement pay in case he is removed as Director. 
pocation - 

(1) GiA's Location under the BEC 

CIA must necessarily be centrally located both asa 
“coordinator® and aa an "evaluetor®, It must work with service 
intelligence agencies and with agencies outeide the National Military 
Katablishment. It must accomplish the allocation of responsibility 


for collection and research among Government agencies and fulfill 
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‘its responsibility for central evaluation of intelligence free 

from departmental prejudice, control or bias, whether real or imagined. 
It must exercise authority through directives issued centrally and 
must at the same time maintain smooth and constant working relation 
ships with the other departments and services. 

It has been suggested that CIA should report directly to the 
President, One alleged pavaitae of such an arrangement is that 
“CIA's authority as a coordinator would thus be enhanced, as its 
directives could be issued as executive orders. Another is that 
CIA would then report to an individual rather than a committee. 

Apart from the question of burdening the President with 
additional personal responsibility, it 1s doudtful whether, as a 
prectical matter, he has the time to pay much attention to it. 
internal administration will always remain the personal responsibility 
ef the Director of CIA who can be held gosountanie by the National 
Security Council, at the instance of any one of its members, as 
effectively as by the President. It is unlikely that the Director's 
effectiveness either as a "coordinator" or an “evaluator” would 
be increased by putting him on a White House level. His estimates 
would, in all probability, receive neither more nor lese attention 
from the departments if they emanated from the executive office of 
the President or an appendage thereto. fhe exercise of CIA's 
coordination function to allocate responsibllities must, initially 
. at least, be performed on a more or less negotiated basis. Efforts 


to impose directives concerning the internal workings of a department 
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upon officials of the Level of the Secretary of State or Secretary 
of Defense are not likely to meet with success. 
Suggestions have also been aade that CIA should be in the 

State Vepartment or in the National Militery Eeteblishment. But 
cIAts functions and interaste transcend both the military eatablish- 
gent and the State Department. The Army has suggested that the | 
National Security Act be amended to provide "that the Secretary of 
Defense shall be responsible for coordinating the intelligence 
aabivibina of Ake Aeparieents abd “agenolel Of tne Wationar Witttay 
Hetablishment®, and that CIA "shall deal only with the Secretary of 
‘Bofenne; or auch other agency or agencies as he may designate". But 
inclusion of such a provision would tend to break down the neceasarily 
complicated but established working relationships between CIA and 
individual egencies, and in any case seems redundent. The Secretary 
of Defense must be, per se, the coordinator of intelligence and all 
other activities within the military establishment, and CIA practically 
auat deal with him-as it actually does through the Nationel Security 
Council, A better. mechanism than now exists for coordinating the 
service intelligence agencies in the Secretary's office sould be 
established, but there should be no artificial restriction of the 
flexibility and authority needed by CIA, CIA is properly placed 
under the National Security Council. 
(2) bogation of "common services" under CIA 

Under the statute CIA ia entrusted with the performance of such 


pervyices of common concern as the National Security Couneil shall 
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determine, At present these include, apart from Soientific 
Intelligence, which is discussed separately: (a) maintenance of 
central indexes of report, records and documents having intelligence 
viiue: (b) examination of foreign documents from which intelligence 
material is extracted and disseminated; (c) maintenance of central 
map facilities; (4) monitoring of foreign broadcasta; and (¢@) collection 
of information by clandestine means and counterespionage abroad. 

There is little real dispute that the first four of these 
functions should be loaated centrally. The question of where the 
asceeae operational activities should be located has long been 
the subject of debate. wWharever located, there is iittlie doubt that 
they should all be treated together ae a single unit. 


Proponente of the theory that the clandestine service should 
| 25X1 


be under the State Department 


e@liigence is closely related to the 


formulation of diplomatia decisions. Othera maintain that espionage 
is easentially valuable for defense and in wartime would inevitably 
pass to military control and become a function of command. They argue 
that this service should be under the Secretary of Defense or the 
Joint Chiefe of Staff, 
An objection, ecaatians made to continuing espionage under the 
LIA, is that it creates ao Complex an administrative burden for the 
Director as to render it difficult for him to function as an *‘evaluator"; 


uleo that as an "evaluator® he will be prejudiced in favor of 
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information procured by his om service, This objection hes some 
slight validity but must be weighed against serious objection to 
placing the service elsewhere, 

fne arguments in favor of control by the Secretary of Defense 
er the suotetay of State are in large degree mutually exclusive, 


and this fact suggests retention of the service in its present spot 


under a body where both are represented, 


25X1 


vonsiderasble thought must be given, however, to the desirability 
of splitting CIA in time of war and transferring two or three of ite 
five wajor divisions--certainly the operational services, the open 
aud govert collection of information-—-to the Nations! Military 
Letablishment, where they could function under the Joint Chiefs of 
Staff (preferably) or under the Secretary of Defense. If inclusion 
of these services in the wartime chain of commana is deemed desirable, 
the objective could be facilitated by a slight, and at the same time 
a desirable, change in CIA's present Spandl atronWtneiedaniog of 
all operations under a Deputy Director who should have considerable,’ 


through not unlimited independence. In time of peace, the Deputy 


msde 
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Director in charge of operations would function under the Director 
CIA; in time of war he might if necessary report directly to the 
Joint Chiefs of Staff. 

Continued experience may suggest other changes, but change is 

. disruptive in itself, and one great present need of the intelligence 
services is a relatively reorganization-free period in which to work 
out their problems. If at some future time it appears desirable to 
toansfer CIA's operational functions to another agency, the transfer 
might be accomplished with the approval of the National Security 
Council, the Director CIA, and the President. . 
t OF 

Sous changes in the interns] structure of CIA, in addition to 
the groupnent of the operating offices under a deputy director, may 
be needed. The very large number of people employed by CIA in itself 
suggeats that a careful survey should be made of its administrative 
procedures with a view to greater economy. The administrative 
division seems too large with danger that the tail may be wagging the 
dog. The Office of Collection and Dissemination sometimes in the past 
has acted as a bottleneck but under its new head it appears to be 
performing an efficient job. Some though should be given to merging 
the aap services, now under the Office of Research and Batimates, with ° 
the other reference facilities under the Office of Collection and 
Dissemination. The name of this latter office is a misnomer: it 
probably should decone purely a reference service with its full energies 


devoted to this important work. Its liaisen functions might be split 
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off to form a separate small section. The Dulles study will 
undoubtedly make more detailed recommendations for internal reforu. 
nte ce Eval ua 0 | 
he greatest need in CIA is the establishment at a high level of 
- @ Smal) group of highly capable people, freed from administrative 
detail, to concentrate upon intelligence evaluation. The Director 
and his assistants have had to devote so large a portion of their 
_ time to administration that they have been unable to give sufficient 
time to analysis and evaluation. A small group of mature men of the 
highest talents, having full access to all information, might well 
re released completely from routine and set to thinking abdout 
intelligence only. Many of the greatest failures in intelligence have 
not been failures in collection, but failures in analysing and 
evaluating correctly the information available. 

Duplication . . 
There is some duplication in the work done by the Office of 
_hesearch and Batimates and the work in other governmental intelligence 

agencies. This duplication 1s caused in part. by the fact that ORE 
and other agencies, notably the intelligence division of the State 
Department, but also sections of G2, ONI, A@-Z and even the Department 
ab Oouiarck, examine the same basic material for the purpose of making 
tated ieanos estimates. To some degree this may be inevitable and 
even desirable as CIA must be in a position to verify the intelligence 
that it evaluates. Examination of basic material for this purpose 


might be acoomplished with fewer people by placing CIA analysts in 
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the message eaakete and secreteriats of the departments and services 
to sift out really important material for routing to CIA, 

The present size of ORM is in considerable measure due to 
G1lA's dependences on its own facilities forresearch. Research 
éivisions of other agencies are preoccupied with their immediate 
departmental requirements and are unable to meet or are otherwise 
anresponsive to CiA's priorities. CIA accordingly tends to do its 
own baeic research. Duplication in the field of economic research can 
probably be reduced over aperiod of time by intelligent ase of 
*soordinating® power exercised over many Government agencies. 

Duplication in the field of political reporting remains an issue 
between CIA and. the State Department. Some duplication may be justi- 
fied on the ground thet "two guesses are better than one"; also because 
CIA and the intelligence division of the State Departmen’ work with 
different gus ectives and different priorities. However, it is now 
clear in retrospect that it was a sistake to split up the Office of 
Strategic Services after the war and to assign part of its functions 
to one Secarinant (State) and part to another (Army). This mistake 
now has been largely remedied by creation of CIA, but its effects 
linger on in the research and analysis duplication--particularly marked 
in the economic and political field--between CIA and State. The 
fensibility of shifting a large part of the State Department's 
intelligence section to CIA should be studied. if this should prove 
to ve iuseaavions or undesirable, unnecessary duplication should be 


eliminated by progressive coordination, interchange of personnel, and 
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The allocation of specific responsibilities to various agencies by 
National Security Council directives. 
Evaluation and Correlation 

| This function is currently porformed by daily intelligence 
summaries containing "spot" intelligence items which zo to the 
President, mesbers of the NSC, and others, seekly and monthly 
estimates of the world intelli gence situation are also prepared as 
weil as estimates of speéific situations. These are drawn up from 
tim to time, as occasion arises, on CIA's om initiative or in 
reaponse to requests from the National Security Couneil or othr 
agencies, such as the Joint Chiefs of Staff, concerned with national 
security. 

CIAts estimates and surveys are criticized principally on two 
grounds, Une is that as a normal routine they receive insufficient 
consideration from the policy makers, and ara not responsive to their 
immediate problems and requirements. A pacer criticion, which is 
allied to the first, is that CIA estimates are mde without access to 
all relevant information including information concerning activities 
and decisions of the military services, operationalin nature, such 
as the extent and deployment of the fleet in the Pacific, ete. Both 
these criticisms have some elements of truth. The military services 
tend to withhold operational information and the details of military 
Plans on th: grounds of security. In formating plens the State 
Department tends to rely on 1ts own judgmént and information without 
consulting CIA, Although CIA appears to be supplied with all 
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information of a strictly "intelligence" nature, it is not clear 
that CIA has adequate access to information about operational 
developments. Yet effective intelligence is possible only when it ts 
closely linked with planning and policy-making. 

Plans and decisions affecting national security are presently 
made at various placess by the National Security Council, the Joint 
Chiefe of Staff, the State-Army-Navy-Air Force Coordinating Committee, 
hy the State Department and by the military services individually, 
These vatics suthori ties rely, in formlating their plans and decisions, 
on the respective departzental intalligence services, on the Joint 
Intelligence Committee of the Joint Chiefs of Staff, and the Joint 
Intelligence Group, which is the working body for the JIC, as well as 
on CIA, If CIA 4s to perform adequately its function of evaluating 
and correlating intelligence relating to the national security, it mat 
be aware of, and participate in, the thinking at all these levels, 

It is particularly desirable that the aasoclation between the 
Joint Staff and the CIA be as intimate as possible, GIA is the 
logical arbiter of differences betweon the s-rvices on the evaluation 
of intelligence, Assumptions made by the Chiefs of Staff both for 
planning and oper tional purposes should be formulated with CIA 
participation or at least reviewed by CIA, 

For tha purpose of fostering a closer relationship between CIA 
and the Joint Chiefs of Staff, consideration should be given to 
including the Director CIA among the membership of the Joint Intelligere e 
Committee of the Joint Chiefs of Staff. _Furthermors, 1t would scem 
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desirable that the Intelligence Advisory Committee mest more ‘raquently 
te consider questions of substantive intelligence. This would 
contribute to an interchange of intelligence opinion between the 
principal intelligence officers of the Government and would in itself 
ingure a closer relationship between CIA and the Joint Intelligence 
Coamittee both of which participate in Intelligence Advisory Committee 
meetings « | 

It. is also desirable that a closer working relationship be 
established between the secions in CIA responsible for the preparation 
of estimates and both the National Seourlty Council staff ani the 
Joint Entelligence Group of the Joint Staff, 
Scientific Intellipence 

Failure proporly to appraise the extent of scientific developments 
in enemy countries may have mor immediate ami catastrophic consequences 
than failure in any other fleld of intelligence. What is needed is 
a central authority responsible for assimilating all information 
soncerning developments in, the fleld of science abrmd and canpetent 
to estimate the significance of these developments, ‘This agency 
obviously mist have access to all available information bearing on the 
problem, It must also be able to provide intelligence direction in the 
collection of items of information likely to have significance in the 
eclentific field. 

At present, responsibility for intelligence evaluation in such 
fielda as biological and chemical warfare, electronios, aerodynamics, 
developments in guided missiles, etc., is spread amongst various agencies, 
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ineluding the Chemical “arfare Service (CWS), G-2, A-2, ONI, and the 

| eid Energy Comission as well as CIA, Medical intelligence is | 
virtually non-existent.# Ustimates of foreign potentialities made by 
various agencies are inadequate and contradictory, In CIA itself 
responsibllity for scientific intelligence is divided between the 
Scientific Branch of ORE and a group concerned with atomic energy. 

| Collection of inforzation concen solentitis developments abroad 
is clearly inadequate. . 

On the recommendation of Dr. Vannevar Bush, then Chairman of the 
R&DB, a soientist of reputation has directed the work of the Scientific 
Branch of ORE for the past year, He recently resigned#* and the office 
is awaiting the cesoameiatian of a successor by Dr. Compton, who 
has replaced Dr. Bush. As presently constituted, the Scientific Branch 
of ORE iz not in a position either to evaluate intelligence or to ~ 
stimulate ‘the collection of necessary information. There is no 
physician and no mechanism for collecting or evaluating medical. 
intelligence in CIA, 

Some of the difficulties presently experienced are inevitable. 

Any eminent scientist will be impabient with routine regulations, and 
some "red tape" exists in any povernment organization. It is desirable, 
however, that the individual responsible for scientific intelligence 


* See Chaptor XIII, Medical Services and Hospitalization in the 
Military Services. 

#% The Comulttee has been advised that CIA has been successful in 
finding a satisfactory replacement. 
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within CIA be freed, as far as possible, fron subordination te 
administrative officiala, This might be accomplished in CIA by 
raising the Scientific Branch to an office level and making ite 
chief an Assistant Director. 

A consideration that makes it diificult to keep qualified 
scientists in CIA is the undestrability of public acknowledgment of 
the nature of the activity. The practical result is to create th 
impression that the individual in question isn't employed by anybody. 


This makes it difficult for him to attend conferences or write papera, 
25X1 


and he soon loses standing in his 


é 


popular but baseless theory that scientifist are inherently insecure 
is advanced as an argument why individuals responsible for scientific 
intelligence should be denied opportunities for active agssociction with 
other actentists at conferences, otc., on any basis, Security would 
appear to be a matter of individual re.ponsibility, No evidence 
justifies the conelusion that insecurity is an occupational failing 
peculiar to scientists. | 
the activities of Selentific Intellignee should be directed by 
asientist and not by some otherwise competent individual whose 
education and experience in the scientific field is superficial. An 
educated gues. as to the implications of a civen scientific developnent 
can be made only if the guesser has a real understanding of the 
potentiality of scientific developmant. Not only mst he be fully 
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competent te appreciate the significance of development himself, 
‘but, if he is to be effective, he mat be able to convince other 
acientiats that his interpretation of a given development is 
reasonable. He mist speak the scientific language. 

‘Security considerations occasioned th» divorcee between the group 
in CIA soncerned with atomic enorgy and the Scientific Branch. I+ 
was felt that individuals concerned with developments in tho atornic 
field shouid be strictly isolated. FPressnt arrangements for 
intelligence relating to atomic encrzgy seem to be working more 
amoothly than those in other scientific flelds although the collection 
of foreign information ie slow ard diffioult, and our atomic energy 
intelligence is by no means adequate. 

Lozio suggests that at some future time responsibility for all 
scientific intelligence te centralized, An immediate reorganization 
for this purposc would probably be premature and simply retard the 
development of atomic intelligence without contributing to the improve- 
ment of scientific intelligence generally. 

-Yigorous action 4s imperative to improve all facilities for 
evaluating ami stimlating the collection of scientific intelligeme, 
Outside the field of atomic energy this must be done by increasing the 
authority and support siven to the official responsible for scientific 
intelligence within CIA whether he remain on a branch or be raised to 
an office level. Nontechnical as well as technical intelligence 

| informtion contributes to the evaluation of foreign scientific 


developments. For thie reason scientific intelligence including 
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medical intelligence should be evaluated centrally where intelligence 
information of all kinds is immediately available. 
Evaluation of Operations and Location of Countcrespiom cs 

For security veasons no attempt has been made at a detailed 
analysia or appraigal of the clandestine operational activities of 
CIA. Senior officers of the government who testified before the 
Committee on the National Security Organigetion expressed thenselves 
as fairly well satisfied with the necessarily slow progress could be 
more rapid. on this limited satisfaction is not echoed in lower 
ranks» 

‘The counterespionage activities of OLA abroad appear properly 
integrated with CIAtg other clandestine operations, Although arcuments 
have been made in favor of extending CIA's authorityto include 
responsibility for counterespionage in this Country, such an extension 
of jurisdiction dess not at present appear justified. For one thing, 
concentration of power ever counteresplonage activities at home in 
the handa of a Director of Central Intelligence responsible for 
espionage and abroad, might justifiably arouse public suspicion and 
opposition. Conceivably it could form the basia for a charge that 
a gestapo is in process of creation even though tho power to arrest 
were spocirically withhold, To transfer responsibility for domestic 
counteresplonage from the FSI, which has an established organization 
and long tradition, ta CIA, which 1s not equipped for the assignment, 
would probably cre:te more problems than it would aolve, It is 
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doubtful whether the logical benefit of having ons arency responsible 
. for oounterespionaze throughout the world would juatify the dislocation 
and confusion that such a transfer would inevitably occasion, 

CIA representatives have indicated that their prasent working 
liaison with Fai is satisfactory, but the Committees doubts that 
FRI-CIA relationships are completely adequate. The Director of FBI 
declined the Comnittee!. invitation to appear before it to discuss 
the CI. with the comaittee or its representatives on the ground that 
he knew too little of its activities, 

Budget, and Administration 

CIAts budget is a guarded secret, Prosent arrangements appear to 
work satiafactorily. The inter-sted services participate in requests 
for the allocation of funds to CIA, The amounts requested ure reviewed 
by representatives of the Bureau of the Budgst designated for the 
purpose ani controlled by appropriate committees of the Congress in 
closed session. CIA has requested amplifying and implementing 
legislation (53,2688, introduced but not acted upon during the 2d Session . 
of the 80th Congress) to define better its power and to simplify 
administration and payment of some of its employees, Most of the 
Seowiakens of this legislation would confer upon CIA that administrative 
flexibility and anonymity that are essential to satisfactory intelli- 
gence, but some of them seem to involve undesirably broad grants of 
power for the new agency. Congress should examine this proposed 
legislation carefully, modify it as seems necessary, and act upon it | 
as.soon as possible, 
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Seourity Logislation# 

‘The CIA, the FBI, and the services have periodically su ested 
revision of the Nation's espionage laws to reduce the difficult 
legal burdens of seouring convictions under these statutes. Detailed 
sugzestions for revision of the present law, «hich would permit 
conviction irrespective of proof of intent to injure the Govarmment, 
probably will be presented to the next session of Congress, This 
Comnittea syupathises with CIA and othor .zenoles of the Goverment 
in their dasire to protact thamselves against dangerous disclosures 
by indisoreet and irresponsible persons, and it recognizes the need 
for more effective counterespionage protection, The Camlttee has 
not examined the proposed revision of the espiomage laws nor is it 
competent to judge them. The Conmittee feals strongly, however, that 
better protection for essential Government secrets does not lie in 
legislation alone. Counterespionage is a difficult art, and it has 
not always been well practiced in this Country, Strengthening of the 
FBI, the Counter Intelligence Corps of the Army, and CIA's om 
internal security is important regardless of new laws. Revision of 
the espionage lawa to remove the necessity of proof of intent might 
broaden the Act to such an extent as to constitute a peril to our 
concepts of freedom. Such proposals should be examined most carefully 
by Congress. | 

The Comittee is of the firm opinion thet there must be major 

improvement in all our intelligence services. ‘This cannot be achieved 
overnights time is required to build a good intelligence servos. A 


* See Chapter XIV, Civil Defense, Internal Security, otc. 
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proper selection of personnel and a well thought-out program for 
their assignment and training aro sasential—-particularly in the 
AYHY's . 

The general framework of our intelligome organisation is soundly 
conceived, The p-rtinent agencies are aware of its agsets am | 
' liabilities, of ite virtues and shortcomings. The National Security 
' Council, which has properly concerned iteelf with CIA, should give 
more thought ani attention to the relationships of CIA with other 
intelligence agencies seni working through the Seor:tary of Defense 
and the Secretary of State, should encourago the improvement of 
other intelligence agencies. 

‘Such of the reforms suzgested by this survey, ami ty the Dulles 
Committee, ag are accopted, should be made promptly, but when action 
has been taken, CIA and othor Covarmneant. intelligence agenotes should 
be permitted a period of internal devolopment free from the disruption 
of continual examimtion and as free as possible from publicity, 
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OUTLINE FOR FINAL REPORT DRAFT NO. 5 - 
5 Nov. 1948. 


PREFACE (ets of Fanamittd) 
A statement of the terms of reference of the Survey Group, 


how these terms have been interpreted and the procedure followed in 


conducting the Survey. 


INTRODUCTION -—- The Nature of the Intelligence Problem 
‘A brief statement of the nature of intelligence ani of the issues 


which need to be examined and resolved. 


Chapter 1 -~ Present Organization for National Intelligence 
A general analysis of the position of CIA as derizatd. in 


the National Security Act, the relations between CIA and the 


departments and a general description of the mechanisms for 


coordinating intelligence activities. 


Chapter 2.—- Organization Administration and Direction of CIA 
An overall sketch of the organization of CIA with an examina- 
tion and evaluation of its managerial set-up, administrative 


operations, security, personnel, and direction. 


Chapter 3 -- CIA's Responsibility for the Coordiration of 


Intelligence Activities 


An examination of the organization and operations of IAC, 
ICAPS, OCD, and other CIA activities for the coordination of 
intelligence activities, an analysis of the NSC Intelligence 
Directives, and an appraisal of CIA's achievements in coordinat- 


ing intelligence activities. 
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Chapter 4 -- CIA's Responsibility for Intelligence Evaluation 


-and Estimates 
A discussion of CIA's responsibility for the coordim tion of 


national intelligence and an examination of ORE's performance. 


1 Cha ter 5 -- CIA's Performance of Common Services: The Collection 


of Overt Intelligence / 
This chapter would deal with 00. 


Chapter 6 — CIA's Performance of Common Services: Secret 
Intelligence and Secret Operations Abroad 
This chapter would cover the activities of OSO and the new 


Office of Policy Coordim tion. 


Chapter 7 =~ The Department of State 

An examination of the organization strength and position of 
the intelligence agency in the Department of State, including a 
definition of its fields of activity and an appraisal and recom— 
“mendations of its relationships to Department of State operations, 


‘to the departments, and to CIA. 


Chapter 8 -—~ The Service Intelligence Agencies »-General..Dis cussion. 
A statement of the intelligence responsibilities of the 


service intelligence agencies in relation to each other, to the 


JIC, and to CIA. 


e A 


apvice Intel lige 


An examination and™“appraisal of thé\intelligence activittes 


of the servic 
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Chapt 10 _ See ieceomcis for National Intelligence | 


An analysis and appraisal of the general principles which 
should guide intelligence organization and activities and a 
statement of the type of national intelligence organization which 
is needed, the respective relations of the principal agencies 


and of the major operations. 


Chapter 1] -- Conclusions and Recommendations 
A recapitulation and reinterpretation of the conclusions and 


recommendations developed and stated in the previow chapters. 
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NOTES FOR CONCLUSIONS 


intelliveice Oeganization -General 


The National Security act of 1947 provides an adequate 
basis for « sound intellivence organizution and no amendments are 
reconmended gt I Ui pews 

( Complete centralization of intellivence is undesiruble. 
The departmentul intelligence agencies should be strong within 
thelr respective spheres and should be supported by and in turn 
themselves support the Central Intelligence agency. / 

(There is no evidence thit intelligence is being neglected, 
although there is much evidence that its possibilities are not 
being fully exploited. } 

(There is evidence that within individusl departments and 
as between one department or agency and another, there is not the 
fullest measure of cooperation. This is sometimes due to the 
Gver-euphaais given security considerations as contrasted with 


en, 


rejulrements for effective operations. ) 
Steps should be taken eovetvenmen the authority of 

the National Security Council over the CIA in order that CIa 
may receive better support from the members of the Nationul Security 
Council than heretofore and so that the Nution:l Security Council 
May assure itself that C4a is properly fulfilling its mission. 
This might be done by uesignating the Secretaries of State and 
Defense 48 u SubCommittee of the NSC for this purpose. 

: (the relationship between CIA, the Intelligence advisory 


Committee and the Joint Intelligence Committee of the Joint Chiefs 


SECRET 
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of Staff needs to be readjusted in order that the National Security 
Council and the Joint Chiefa of Staff, together with the principal 
departments concerned with national security, may receive 


consolidated national intelligence estimates from one source, arrived 


Poe 


at after appropriate discussion and criticism.” 


\ The Survey Group has not been able to examine sufficiently 
the very important question of communic:tions intelligence so that 
it has not been able to formulate definite views on this subject, 
except in relation to specific problems. | 


sLGENCE AGENCY 


ere ; aigal 
at eneuse CIA has in some respects made _ 8008 ‘progress, > 


in any, Pespects, eg 2s completely fuiled in ite mission and 
there are no iene of be wep iae ive being remedied, 

CIA does not enjoy the confidence or support of the 
other departments and agencies of the Government, 

The general Pannete Siren to GIA the National” ecurity 
stg aoe? to be a proper ohe and 8 Speed: fhext Le $0 that 
necessary adjustments Car be mace nee its Ze 

The combination of responsibilities in CIA for coordinat~ 
ing intelligence activities and for conducting certain operations 


has some drawbacks, but it is felt that these can be largely 


/ overcome by approprinte adjustments and thet the disadventages 


of making any radical change in this respect would outweigh the 


possible advantages. 


ae 
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Organization and Mission 
The leadership of CIA goes} not ‘demonstrate a Siear 


underet¢adking of ‘Clas fission, “adda. not dive wffecttve asreer! on 
to OTA, ang has failed to-Win the support of the other > <gencies 
ot Ane Government. 

The Director of Cla should be a civilian, appointed 
on a non—partisun bagis and a person with «a good understanding 
of intelligence problems. 

The internal organization of CIA is unsatisfactory. 

There is insufficient flexibility of edministrution and inadequate 
participation by the intelligence chiefs in the determination of 
Cia policies. 

Too much importance rests witnm the cdministrative and 
Managerial staffs, which are becoming the principal meuns for 
eontrolling intelligence operutions. 

Rigidity of administration has led to a general condition 
of insecurity, which needs to be remedied by appropriate udministra- 
tive pélicy arrongements. 

There are too many militery personnel on tour of duty 


in sositions of major responsibility. 


Coordination of Intelligence activities 


CIlé has not effectively prometed the coordination of 
government intelligence activities. The oper.tions of the various 
intelligence egencies are lurgely unuffected by the existence of 


CIA. 


an Ben 
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The Intelligence Advisory Committee has been largely 
ineffective as an agency to assist the Director of Central 
Intelligence in the coordination of intelligence setivities. 
Neverthelese, the principle of the IAC is sound and the Tat 
should be continued. 

ICAPS has not been « successful staff. It should be 
revitalized as a staff for the Director of Central Intellizence with 
the concern of developing plans for the coordination of intelligence 
activities, including those conducted under cra and by other agencies. 

That portion of OCD which is concerned with the coordina- 
tion of intelligence activities should be established as part of 
the reconstituted ICAPS. | 

The Director of Centril Intelligence should be concerned 
primarily with the coordination of intelligence activities and 
the coordination of intelligence opinion. Intelligence operations 


conducted by CIA as 4 common service should have an uutonomous 


position within this framework. 


The Office of Reports and Estimates is net now effectively 
performing one of the major functions for whieh CIA was crested, 
namely, the correlation of national intelligence. 

ORE has become a producer of intelligence, whose production 
is often unreluted to policy reguirements and competitive with the 


intelligence production of other agencies. 


odes 
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There has been a failure to distinguish between ORBts 
mission of coordinating intelligence una the intellizence producing 
functions which it performs as « common service for other inteLl~ 
gence agencies. 

ORE should be reconstituted so that a small group of 
high quality concerns itself with the coordination of intelligence 
at the highest level of Government rezuirements. It would base 
its work largely, but not exclusively, upon the intelligence 
products of the other intelligence agencies and would have the 
responsibility of monitoring the intelligence production of the 
other ugencles in order to improve its quality. 

There woulé also be created « separate central research 
and evaluating unit in CIA which would perform on behalf of all 
the intelligence agencies, including CIA, research and evaluating 
services in fields of common concern, e.g. economic, industrial, 
sclentific, etc. and map research, document translation. | 
Common Services Performed by CIA 

The central unit mentioned in the previous paragraph 
will be creuted. 

Tne Office of Special Operations, the O'fice of Policy 
Coordination, anu the Contacts Branch of the Office of Operations 
shouid be consolidated under u single head. This operoting unit 
should be largely autonomous, enjoy speci.l security arrangements, 
control its own administration, and receive policy guidance directly fro 


the Secretary of State and Defense. A closer relationship needs to 


See 


bECKE 
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be established between thse operating umits and the other depart- 
ments and agencies of the Government in order thit there may be 
more effective determination of requirements for the operating 
services and a higher degree of confidence in their work. 

There needs to be s higher degree of coordin:tion of 
clandestine cctivities conducted by the vartous agencies of the 
Government; in particular, the activities of the armed Services 
in occupied areas and the counterespionage activities of the FBI 
need to be more clesely reluited to the work of CIA. 

More effective methods need to be developed for the 
exploitation of domestic sources of intelligence, including 
refugees and foreign nationality groups, in consultation with the 
FEL. | 

The counterespionage activities of CIa need to be more 
actively developed and the entire counterespionsge cctivities 
of tne Government need to be better coordinated. 

There ts evidence that communicutions intelligence is 
not being effectively used ta rel.tion to CIA secret intellizence and 
secret operations activities. 

NTELLIGENCE AGENCIES 


The position of State Department intelligence needs to be 
reexamined in light of the chunges in ORE which would have the result 
of placing a greater burden on the State Department for the production 
of political intelligence. 

The present separate intelligence org.nization in the State 


Department needs to be brought in closer rélationship to the policy desks. 


ees 
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There should be established in the State Department at 
a high level e single point of liaison and general solicy guidance 
for ail CIA secret operutional matters. 

The personnel policies for intelligence in the service depart- 
ments should be re-examined to insure thet the reserve program is 
being actively prosecuted and that the tour of duty principle is not 
being applied to the detrimeat of intelligence. The recruitment of 
professional civilian employees for the service agencies should be 
encouraged, 

The service intelligence sgencies should conceatrute on 
intelligence in their respective areas of dominent interest. 

They should also be eoncerned with such current intelligence as 
is needed for staff purposes. 

The Joint Intelligence Committee should be reeoastituted 
to include representution from CIA and the State Departuent. In 
this reconstituted form and with the assistance of the newly 
created unit for high level intelligence coordination in the Cla, 
it should provide the definitive Government intelllgence estim tes 
on all nationul intelligence yuestions. 

The Joint Intelligence Group may continue to functdon as 
& gtaff agency for the Joint Chiefs of Staff, 


Approved For Release 2003/05/27 + @4A-RDP86B00269R000500050064-1 
SECRET 


, SECKEL -. 
Pore For Release 2003/05/27 : CIA-RDP86B00269RO005000504RE Th hort Blum 


CHAPTER IV 
The Organization, Administration, and Direction of GIA 


Organization 
The National Sacurity Act of 1947 has very little to say on the 


. subject of the organization of CIA other than ke provide that it shail 
be headed by a Director of Central Intelligence and that he "shall be 
appointed by the President, by and with the advice and consent of the 
Senate, from among the commissioned officers of the armed services or 
from individuals in civilian life’. The Director is free to organize 
CIA as he chooses and to appoint to positions within CIA persons of © 
his own selection, subject to the general control of the National 
Security Council, which has in fact been exercised only oncé in this 
respect, 

tus Sirturoat tnci cies ew 92 SH does ave conteen toa ies 

fetter (Seo the Chant_on pr——r¥Theststing the bites are a 
ae Director ani an Executive Director who are his immediate sub- 
ordinates in the chain of command, Attached to the Director ina staff 


capacity are the Interdepartmental Coordinating and Planning Staff 
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Navy and Air Force, who have the responslbility of assisting tle Director 
and the Intel ligence Advisory Committee with raspect to plans and policies 
for interdepartmental coordination (see p.___ below); the General 
Counsel who handles all staff work of a legal and legislative natures and 
the Advisory Council, a small staff which ssonctals the Director in 
handling canmunications intelligence matters. 
In addition to the.e small staff sections with special responsi- 
bilities there are two large units called "Bxecutives" ea Crt 
) 3 have 
in fact the major administrative responsibilities within CIA, These 
are re Executive for Administration ani Management which handles finan= 
celal aia budgetary matters, administrative services, supply and gereral 
housekeeping, personnel and pitted advice and surveys; amd the 


Executive for Inspection and Seourity which is responaible for internal 
security policies and investigations, phyaical security arrangemert By 
inspections and audits. 

The bulk of CIA's intelligence aan related activity is performed 


in five Offices, each headed by an Assistant Director. These Offices 
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rapest through the Executive Director and Deputy Director to the Director. 
They are the following: Office of Reports and Estimates (ORE), which 
‘prepares intel livence reports and siete (see p.,s«zbelow)y Office 25X1 


of Operations (00), 
25X11 


translates foreign ‘aes ped 


documents (seo Ds below); Office of Special Operations (080) ‘ 


which carriea out esplonage and counter-espionage abroad (ses De 
below); Office of Policy Coordination (OPC), which conducts secret 


operations abroad (sea p. below); and the Office of Collection and 


Dissemination (OCD), which arranges for CIA to receive and esr e 
intelligence information, coordinates to a limited extent intelligence 
collection and houses certain reference facilities (see Pe ielow), 
This structure does not present a very clear pattern when matched 
against the three broad functions assigned to CIA by the National Security 
Act of 1947. CIA's responsibilities for advising on the coadinstion 
| of intelligence activities are performed through the interdepartmental 
Coordinating and Planning stare which does the staff work for the Direc- 


tor of Central Intelligence and the Intelligence Advisory Committee 
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on the National Security Council Intelligence Directives referred to 


However, ICAPS also performs miscellaneous 


in the previous chapter. 
« The 


staff functions for the Director, primarily of a liason nature 
Office of Collection and Dissemination also assists in coordina ting 
intelligence activities, but does this at an administrative rather than 


a planning level. It is concerned almost entirely with coordinating, 


to a iimited extent, the collection of intelligence required by CIA 


However, OCD also performs certain ser- 


and the various departments. 
nature, 


vices of common concern, primarily of an information reference 


ence indexes permi-zoformmsm Finally, ocp performs certain functions 
, 


which are primarily administrative, including the reception and dissemina~ 


in that it compiles and maintains certain blographical and other refer~ 


tion of documents and reports. 
CIAts een to "correlate and evaluate intelligence relat~ 


ing to the national security" is carried out almost snulesty by the 


Office of: Reports and Estimtes, However, as we will point out later, 
‘ 
duty of 


! i 
a clear casein has never been made within ORE be ph the 


; 
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; 
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correlating and producting national intelligencs and other duties which 


ORE performs and which are primarily the production of reports as a 
service of comion concern for the benefit of the existing intelligence 
agencies. To some extent ORE alse coordinates the intelligence aotivi- 
tles of the other government agencies to the extent of planning, 
coordinating and editing their contributions to basle intelligence 
handbooks. 

Certain services of canmon concern which are primarily of informa~ 


tion-producing and reference character are performed by the Office of 

Collection and Dissemination and the Office of Reports and Estimtes, 

ag pointed out above. Anpther common eervice of this kind is carried 

out by the Office of Operations which is charged with ius eabiabine sronezavton 
motu 

# intelli gence , found in foreign documents and publications. However, 


the principal services of common concern which have been fornatty 


allocated to CIA are of an operational nature. 


Foreign espionaze and counter espiomge 
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Finally, the principal function "related to intelligence affecting 


the national security" so far allocated to CIA is performed by the 
Office of Policy Coordination, which conducts secret operations abnpad. 


However, bist yet tag ing the securityof vital industrial _ 


operations abroad, is being coordinated by the Executive for Inspection 


H 
H 


and Security. 
The internal organization of CIA has not been set up with a clear 


conception of CIA's distinctive yet inter-related missions. This has 


Cartidbuter & 

Seed eee a SG eee 
“to 4 eeu C~ Shee J 
duties-ef-coordina ting intelligence activities and o: rellating—ine. 


d-a % Cia 's ; ab it. 
telligence- relating to _the effect—of—ebseuring 


Citts pveper relationships with the other Government agencies concerned 
with intelligence matters, 

There are also certain administrative policies and practices that 
make it difficult to derive the maximum effectiveness from the activities 
of CIA, The most serious of these difficulties is the position of pre- 
eminence which has gradually been acquired by administrative officials 
and practices. Thus, administrative considerations are often given greater 


abe . 
ies ste eae 
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weight than intelligence considerations, and the officials primyrily 
responsible for intelligence matters have little contact with each other 
or with the general determination of CIA tans and policies. There is 

no close collaboration between the Director and the heads of the various 
offices. Standing between them are aioe the Deputy Director and the 
Executive Director but also, to a large extent, the epee ee staffa 
which have acquired a position that enables them not merely to serve the 
intelligence offices but to exert sontrol over them. Administrative and 
command channels are rigidly adhered to, and there is little close con= 
sultation on intelligence and policy matters batween various strati fs ed 
levels. This situation does not appaar to be due to any inherent organi~ 
zational weakness but to the policies pursued over a period of time by 
the Director and his immediate subordinates who, as a result, are, moved 


“A 


from the actual intelligence operations on the success of which the strength 


See 


~ 


and effectivenese of CIA depands. 
This situation is reflected in the failure of the intelligence 
working=levels to receive adequate guidance from the Director, with the 


result that to a large extent they are forced to determine their own 
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plana, ere and soutien: Another consaquence is tt the working~ 
levels often receive inadequate support for their activities because of 
the failure of the top levels to understand their problems. Finally, 
relationships with outside agencies are hindered because of various ad- 
ministrative and liaison practices which, while not contributing to 
better security, impede the effectiveness of CIA's work and sia necessary 
cooperation with other agencies, 

It has not been possible to judge in detail the efficiency of ins 
internal administrative services of CIA, Although there is no reason to 
: doubt that these activities have been efficiently performed, there is 
little doubt that CIA is over-administered and that the role of administra- 
tive effloials is out of proportionto their true AEDSE HADES It is 
probable, therefore, that oriticion should be directed becisneaatam ttn 
and management policies rather than ueeieat the Coe the administze — 
tive sepidavion, ete 1a also borne out by the fact that CIA's dif} 
ficulties with respect to personnel and security are due largely to 


policy rather than atrictly administrative considerations. It is difficult 


fen 
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to determine whether there is justice in the charge, frequently heard, 

that there are too many administrative personnel in CIA, and that is 

organization is top heavy in this seapadt, Although the numbers of 

administrative personnel may be high as compared to other agencies, it 

must be recognized that the operating problems of CIA are peculiar ones. 


Although this cannot be said with certainty, the criticism of numbers may 


be more a criticism of administrative policies and procedures, 
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The budget figures for the fiscal years 1949-50 are the following: 


4. 4 — 

The great care with which CIA's budget ie handled so as to make the 
entire procedure a very secure one, even though CIA is a statutory agency, 
‘4s not matched by a similar security consciousness in other matters. 
Although there is no evidence that there is any laxness in CIA's administrative 
arrangements for security, there FPR her & number of clireus tances 
and policies which detract from the rere security of the organization, 

It is very difficult to create adequate security, other than normal 
physical security, around an organisation like CIA which was created by 
statute and encompasses a wide variety 
of activities. The fact that some of theae activities are carried on 
is a matter of public records the exiatence of others is highly classified. 
Yet by combining in a single, centralized structure a wide variety of 
activities, the security of the most sensitive of these may be compromised 
by the insecurity of the least sensitive. This situation is also aggra- 
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themselves with CIA and that s of these are enge ed me eyo which 
Approved For Release 2003/05/27 : che RDPSSBOO aeons 


-li- 


avi 


ge 


es 


ye 


Approved For Release 2003/05/27 : cia-RppseBooaptHodekobosooe,-1 


must be kept from public notice, although there is no satisfactory way 
of accomplishing this, 
There are further examples of the same difficulty, In the Washington 


area, CIA occuples 19 buildings, all of which can readily be iddéntified 


- CIA buildings. In various cities throughout the United States, the 


»\ mous offices of the Office of Operations conduct their business under 


the public label, "Central Intellizence Agency." ZfHt-were—pessttie 


regardless of the particular part of CiA in which they work, are known 
ag CIA personnel and all buildings, regardless of the activity they house, 
are known as CIA butldincs. 


These deficiences are increased by the tendency within CIA toward 


administrative uniformity and centralization. This seems highly unde= 


sirable in an intelligence organisation performing a variety of functions 
in which flexibility is important not only to ensure effective operations, 


but also as a security safeguard. 
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Security also suffers because of poor morale among persons within 
the organisation and those who have left it. An unfortunate tradition, 
of which CIA is but the heir, has developed according to which intelligence 
is a subject of public discussion, at least in limited te Nee. andpoor 
morale and discordant ave as to how intelligence should be organized 
contribute to fanning the flames of this discussion, This is not to say 
that there sje eee fr jwi th respect to- ef ty 
but that there is a general atmosphere es in imteditcoencemattere 
which may endanger the securlty of particularly sensitive questions. 

Some of the factors which have contributed to this situation may be 
unavoldable, but they can be compensated in part by proper adminiatrative 
and operational policies, the seperation of other agencies of the 
Government, and rigid indoctrination, 

CIA also labors under a very difficult personnel problem. A com=.. 
prehensive intelligence organization such as CIA has extremely varied 
personnel satel patontee ‘It needs persons with highly specialized talents 
who are not easily found or trained, as well as persons with broad political 
and administrative badkground. The conditions of oD ORE and uncertainty 
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which have prevailed in our intelligence organisation during the past 
few years have made the task even more difficult, because persons who 
might otherwise be qualified and interested have been discouraged from 


entering the intelligence field, The predominance of military personnel 


a 


in so many key positions in CIA, and the Fee deg, oOo enjoyed 


by CIA, have also contributed to an unsatisfactory personnel situation 
and to the difficulties of recruiting suitable psople,. 

Morale on the whole is poor, The chief reasons appear to be dissatis- 
faction with the leadership, uncertainty as to the future of & career in 
intelligence, and an awareness that CIAts standing in the Government leaves 
much to be desired. 

It is difficult to make any sweeping judgment as to the Se 
and competence of CIA personnel, It is probably accurate to say that 
there are few outstanding persons but that, for the most part those at 
the "working levels" are loyal and competent. However, highly qualified 
individuals have not been readily attracted to the organisation and some | 
of the most qualified persons have left it. 


wide 


or 
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Qne strong contributing factor to this situation is the relatively 


high proportion of military service personrel in key positions in CIA, 
At best, intellizence as a career is not favored in the armed services 
and cla, das in mnany cases, accepted officers who were either witheat any 
intelligence experience whtsoever or were not desired by their own intel- 
Viseise services, This is not to say that thera are not good intelligence 
officers in the Services , but that CIA has little likelihood of getting 
them and that aes officers would be conscious of the fact that their 
own careers would suffer from a long association with CLA, There are 
the further facts that Servicepersonnel are normally assigned for a brief 
tour of duty and that the turnover is exceptionally high, preventing 
continuity, and that the presence of Service personnel in many key positions 
4g discouraging to competent civilian personnel who desire to make 7 
intelligence a careor. 

In the subsequent chapters, dealing with the various activities of 
CIA, we will see how these activities have been affected by the administrative 
éonaiderations mentioned in the present chapter. To some extent, the 


difficuliies aeneben with respect to personnel, security, administrative 
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policies and methods, and leadership affect the entire organisation. 
Difficulties on such a wide sosle attributed at least in part to ine 
adequacy of leadership, The position of CIA in relation to the other 
Departments and azencles of the Government is unsatisfactory and there 
is no subatantial evidence of improvenent, The functions of CLA do not 
appear to be clearly defined and seem to result more from the efforts 
of individual workers interpreting their responsibilities rather than 
fron understanding, leadership and direction, In seme, there is little 
is 
prospect that CIA, as it/presently led, organized and operated, can win 
the confidence of the Government departments and agencies which it was 


created to serve and maka an effective contribution to the coordination 


of national intelligence, 


~1l6~ 
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establishment of a Central Intelligence Agency. Paragraph (d) of this 
section reatis in part as followss 

| "For the purpose of coordinating the intellireme ac vities of the 
several departments and agencies in the interest of ‘acs security | 
it shall be the duty the Agency, under the direction of the National 


Security Council 


It seems clear from the declaration of policy underlying the Act and 
from the import of Section 102 establishing the Central Intellizence 


* 
Agency that the coordination of gence activities of the several 
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departments saa agencies was intended to be the primary fur tion of CIA. Nowrene, / 
£—-the CIA is not granted unlimited authority to ccordim te intelligence 
activities upon its own initiative. It is given the duty to advise the 
National Security Council in matters concerning auch intelligence activities 
and to make recommendations to the NSC for the coordination of intelligence 
activities relating to the national security. Final authority: to cere raion 
cinatg fatal lt ore activities ig vested in the NSC. 

The statutory limitations upon the authority of the Central Intelligence 
Agency to coordinate intelligence ator upon its own directive without 
higher review are obviously designed to protect the autonomy and internal 
arrangements of the various departments and agemies performing intelli- 
gence functions. The secretaries of departments, who are members of NSC 
are in a position to review recommenddtions of the CIA concerning their 
own departments and provision is made that pies departmental heads may 
be invited to attend meetings of the NSC when matters saeesieike to their 
intelligence activities are under consideration. 

The National Security Act does not define the “intelligence activities" 
which the GIA is to coordinate with the approval of the Security Council. 
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f-Poocuatiy all Foticonce activities relating to the national security 
are included, from collecting information or raw intel licence in the SECRET 
first instance to the dissemination of finished intelligence reports as 


the final stage of intelligence activity. 


ae 


Tha Act prescribes for the Central Intelligence Agency functions and 


, 
duties in aldition to the duty to make recommendations with reépect to 
the coordim tion of intelligence activities. It is given the duty to 


if 
correlate and evaluate intelligence relating to the’ national security 
(See Chapter--infra). hy is also given the duty to perforn, ‘for the 
; va , ; 
benefit of existing intelligence agencies, such additional services of 


. E 
f E 


common concern as the National Sewuyity Council determines can be more 
» hm 
i 


“ 
efficiently accomplished centrally. see Chapter—-infra) | 
4 


f ‘ 


The National Securlty’Act thus Anposed\thres major and dietinet dutdes 
/ \ Co . 
ra is i} 3 
upon the CIA: (1) va duty of recommendation td\the NSC, in’ the, interest 


; - KS 
of proper coordiyation and greater efficiency, how ahd where bmong’ the 
/ i | : 
various departments and agencies, intelligence activities telating to the 
K 


1 


natio security should be performed, (2) The duty to produ in CIA, 
4 i 


pragumably through coordination and assembly of intelligence opinion 


Hh 
{ } 
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within “the_knowledge of particular departments and agencies, national 


intelligence transcending in scope the intelligence mission of any 


i 


department) or agency, (3) The perforitance of services of com-on con= 


7 IS 
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cern which ‘gan be ore efficiently accomplished penbralig oss. 
opts three basic duties of the CIA, although distinct in themselves, 
are necessarily inter-related and the performance of one function may 
involve another. For example, in pefforming its pukeery duty of coordl=- 
nating intelligerme activities, CIA may recommend to the NSC the means 
to be amployed in the assembly of material and opinion requisite for the 
performance by CIA of its second duty, the production of national intellli- 
gence estimates. As another example, CIA may recommend, in accordance . 
with its airs of seeeaiiating intelligeme activities, that a 
particular intelligence funotion be performed henceforth by the CIA 
itself aaee its third duty of providing services of common concern more 
efficiently accomplished centrally. 
Before considering in. thie chapter the performance by the CIA a 
its ee duty to coordinate tebe ad eganenge Mathdes epaamener etimpary 
observations are relevant. a 
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three distinct if inter-related duties, has had the consequence of 


* 


confusing the Directorate of CIA in arranging the internal organization 


of the agency andy the performance of any of these duties, Intelligence 
produced inaaneniently by the GIA as a service of common concern in pr- 
formance of its third function has been confused with the coordim tion and 
assembly of national intelligence in pursuance of its second function. 
Coordination of intelligence opinion as a second function has in turn 

led to emphasis upon CIA relationship with the intelligence staffs of 
State, Army, Navy and Air Force departments to the neglect of tis primary 
duty to coordinate the intelligence activities of all federal agencies 
and (in proper relationship Yo eee to boar pon the fundamental 
intelligence problems of the eae oe in the internal ~ 


organization of CIA has been in part cause and in part affect of con- 


fusion in its directorate of its three basic functions, 


The AdministratisteMechaniam for 
Coordination of Intelligence Activities by CIA 


Three organizations assist the Director of CIA in discharging his 
responsibilities in the coordination of intelligence activities: The 


| ) 3 see 
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Intelligence Advisory Committees (IAC); the Interdepartmental Coordinating 
_and Planning Staff (ICAPS) of CIA; and the Office of Collection and 
DissoninatifO vise in CIA. 

(a) The Intelligence Advisory Committee 

The wembership of this committee includes the heads of tha intelli rence 
staffs of State, Army, Navy and Air Force Departments, the lead of the 
Joint Intelligence Group of the Joint Staff and the chief intelligence 
officer of the Atomic Energy Commission. Its predecessor, the Intelligence 
Advisory Board occupied a position approximately coordiste with the 
Director of the Central Intelligence Group. The National Security Act 
in establishing the Central Intelligence Agency to supersede the Central 
Intelligence Group made no mention of the Intelligence Advisory Board 
or of an Intelligence Advisory Committee. . Itphacad—the Central Intelli-— 
sila ahah a va a a ta AU aoeere Intellli- 
gence Advisory Comittee was established by the first Intelligence 
Directive approved by the NSC on the recommendation of the Director of 
CIA, it was given power merely "to advise the Director of Central Intelli- 


Bence. Its coordinate status thus no longer existed. 


oles 
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The members of the Intelligence Advisory Committee, by directive of 
the NSC are authorized to pass upon recommendations of the Director to 
NSC and nk measures proposed by the Director in implementation of NSC 
directives, Although it is inewnbent upon the Director to transmit to. 
NSC didsents of. members of the IAC to his recommendations, the IAC may 
not pravent the Director from natie his own recommendations to NSC 


regardless of dissents ani he may accept the advice tendered him by the 


TAC only as he sees fit. On the one occasion, hosever, when dissenta 


Pod 


“tx manbers of the IAC to a proposal by the Director (NSCID #9) wera 


a 


a, 


ee 


forwarded to the NSC, the dectsienwiis given in favor of the IAC view 

and_ageinst. the recoumerficttons-of—tie-Btrector-ef Gentral_Intelligenca,, ao 
Whether because of its limited function of mrely advising the ~ 

Director ar becausa of the Director's failure to make more active we 

of this administrative machinery for achieving coordination of intelli= 

gence activities, the Intelligence Advisory Committee has in fact made but 

little contribution to the solution of problems affecting the intelligence 


structure as a whole. There have been only infrequent meetings. ard there 


is little evidence of thorough discussion at these meetings,of such funda= 
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mental problems. In fact, the Committes has met lesa than six times 
since its obtabltshnont late: in 1947 and does we have any regular 
schedule of macs mee tates, although meetings can be calles by the 
Director or upon the initiation of any member by application to the 
Director. So far, the activities of the IAC have been largely confined 
to passing formal judgment, usually only by voting slips, upon recomnenda~ 
tions of the Director to the NSC or upon CIA implementing directives. 

Some of this work is conducted through the IAC Standing Committee consist- 
ing of representatives designated by each of the members. 

On one occasion the IAC has made an important contribution to the 
coordination of intelligence activities apa?t from its formal procedure 
in granting concurrence to CIA recommendations and directives. The 
Committee took the initiative in establishing an interdepartmental ad 
fiec committee to consider Soviet military capabilities and intentions 
darting 1948. The Specks by this committee were of high quality. The | 
special importance of the incident for the purposes of this chapter of 


this report lies in the fact that the IAC proved itself capable of 


action of importance, inyvelving intelligence coordim tion, It also. 


SeCREI 
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demonstrated tint the technique of producing national intelligence by 
assembly of ereeeigs contribution and interdepartmental discussion under 
CIA chairmanship is effective. 

(>) Interdepartmental Coordinating and Planning Staff (ICAPS) 

This is the chief staff asency within CIA for the coordira tion of 
intellizence activities in accordance with the duties and responsibilities 
of the Director, Its chairman is a representative of the Department of 
State of the grade of first secretary serving with CLA. Its members 
incelwe representatives of the eden organisations of the sees 
Army, Navy, and Air Force Departments of the grade of captain, colonel, 
and comparable civil service rank. It is significant that no npaber of 
ICAPS had prior experience in intelligence organization and only one mem=- 
ber served at length with an intelligence agency. The Joint Intelligence 
— and the Atomic Energy Commission, although eccbaresa on the Intel- 
ligence Advisory Committee, do not supply members to ICAPS, An adiitional 
member of ICAPS acts as the official liaison officer between the GIA and 


JIG. 


The assiyzned task of ICAPS is to review the intelligence activities 
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coordina tion for recommendation to NSC. In order to perform effectively, 
IGAPS should have intimate knowledge of the organizations, responsibilities, 
eis and priorities of the various intelligence agencies which its 
members represent and should give constant consideration to the intellizence 
relating to the national security available in other federal departmente 
am agencies, Actually, its achievements reflect inadequate knowledge of 
these subjects and filure to appreciate the breadth of the CIA's responsi- 
bility for coordination, 

During the first year of CIA’. existence, ICAPS has been largely 

| wil ye—e Gone tf | | 

for with ve coord nabLonectavities:, nine intelligence 
directives of the NSC and four implementing directives of the Director 
of Central Intelligence. It has supervised the drafting of these papers, 
secured more or less complete eases of wien by the intelligence- 
producing branches of CIA, and submitted them to the IAC Standing 
, Committee and the IAC prior to their submission to the NSC or their publi 
cation as CIA directives, It was originally expected to act as a secre~ 
tariat or working staff for IAC, but owing to the infrequent meetings of 


ZAG this has never occurred. As a mms of forcing IAC and ite &tanding 
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Committee to assume more responsibility (and because of the evident de- 
fects of ICAPS iteelf), it hae often been suggested that ICAPS be 
eliminated entirely. Such a step, however, would leave the Director 
without a unit within his own agency to carry out his coordination re=- | 
: gponsibiiities, and would not of itaslf cause IAC to become more effective. 
As a planning and coordinating staff, ICAPS suffers drom conflicting 
organizational loyalties. It might be expected that the members of ICAP} 
. acting as a staff in CIA, would owe their primary allegiance to its Direc- 
tor and would use their departmental experience and statue merely as an 
approprinzte background for the performance of their dutdes. The contrary 
appears to be true. The members of ICAPS tend to regard themselves 
primarily as representatives of their own departments assigned temporarily 
to CIA, and only secondarily aa agents of CIA charged with implomenting 
ite responsibilities. Hence they offer departmental points of view at 
discus sions of matters affecting their own agoncies, Yney regard themselves 
as in som measure obligated to protect the interests of these agencies Ss 
and to reflect their policies rather om assume the pbligations of the . 
Director of CIA. To some extent they substitute themselves for the IAC, 
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with any such responsibility. They look in two directions » toward GIA and 
toward their departmental agencies; but chiefly toward the latter. 

They are, in addition, largely out of touch with the internal arrange» 
ments of oe ‘a revtleutarty in its intelligence=~producing offices, Because 
of this aloofness, mumerous complaints are heard in intelligence producing 

divisions of CIA that the members of ICAPS keep almost entirely apart, knor 
little of their problems, and consult them only curgorily upon genrr al 
problems of coordination. There are exceptions to this goneralizaé&ion; 
but . u 2 PS fo rely upon its own 
Judgment ani to forego intensive study of the activities of CIA and their 
relation to those of the departmental agencies, The consequences are a 
minimum of interdepartmental coordination and only a hazy recognition 4x 
or entire disregard of Amaunel and critical problems of intel liv ence 
organization. 

The member of IGAPS charged with responsibility for CIA liaison with 


JIG acts as a c amel of transmission for JIG papers up6n the conclusions 


i, - Agee dese EE Use 


of which CIA comnent is requested. ‘This officer aleo keeps the Director 


of Central Intellicence personally: informed of intelligence problems of 
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JIG, His duties relate to the availability of inte? ligence information and 
the conclusions to be drawn from it. These duties have not been assumd 
to involve, like the duties of cher mombers of ICAP, the formulation of 
administrative plans for coordimtion of intellicence activities, As a 
Staats ’ Ra particular itaison officer has only infrequent contacts 
with other members of ICAPS, and reports only rarely to its chairman, thus 
emphasizing the distinction between his functioms and those performed by 
the other members of the staff. 

A similar problem arises with respect to the chairman of ICAPS. As 
a part of his duties, he attends meethings of tie working staff of the 
National Security Council, and is supposed to make available to ne Couneil 
intelligeme resources of CIA, while keeping the intelli gence-producing 
divisions of CIA informed of tha problems of the NSC re This relation- 
ship involves the discuaston of intelligence reyuirements, the furnishing 
by CIA of intelligence reports and the oral presentation of the conclusions 
| which may be drawn therefrom. te ree is not tas by training 
or experience to participate in such discugsions, This problem has been 


at least partially solved on the inttiative of the NSC, The Chairman of 
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ICAPS has been prevailed upon to bring with him representatives of CIA quali= 
fied by knowledge of the applicable intelligence to take part és the dis cua- 
sion of particular situations or general policies, This has provided a 
more efficient means of supplying the NSC staff with the best thinking in 
CIA, but designation of the OIA representative wh: will provide intelligence 
advice remains with the chairman of IGAPS. He is at least potentially a 
buffer, who by his mere presence can influence the flow of intelligence to 
ona of the most significant of the intelligeme sonsumers served by CIA, 

In general, we have gound that ICAPS, staffed by individuals whose 
experience with problema of icin peice organization is not extensive, 
has falled to undertake a broad and effective program of coordination of 
intelligence activities. It hag Little contact with the ante Legere pro~ 
ducing units of cIA, and on the contrary has tended to place itself between . 
them and other agencies outside GIA with which they should proparly be in 
touch. Ithas even served to satire working sontfacts between units 
within CIA, although as an administrative planning staff it should advo= 
cate and assist such contacts where they serve a useful purpose, Nowhere 
has ICAPS recommended or itself undertaken an extensive program of study 
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within CIA and the various agancies of the government légking toward co~ 
ordination of duplicating activities. It has not sought systematically to 
arrange for the tapping of the resources of intelligence agencies not 
represented on the Intelligence Advisory Committee except as some of these 
have been approaebéd in connection with the National Intelligence Sur Vey. 
In its preparation of recommendations for the Director to the NSC it las 
od as an organization in a desaultory manner, which ha: not given the im- 
pression within CIA or outside that ite members or CIA itself grasp the 
tremendous responsibility for coordination of intelligence activities which 
are imposed upon CIA under the NSC by ths National seanidty. Acte 
We are, of course, aware that CIA (and CIG) has been in existence for 

less than three years, and that ICAPS itself has operated under its exist- 
ing charter for considerably less cS this time. ie are also aware that 
it is axcesedingly difficult to obtain the assignment of. competent personnel 
sequal ited with intellicence organization, The several direc vors of CIG 
and CIA have been burdened with a ree of problems affecting a rw 
organization, which pe explain the general lack of direction which IGAPS 


has received from the heads of its ow agency. Finally, it must be recog- 
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nized thit any group having the responsibility of ICAPS mat proceed slowly 
and tactfully. ‘We are convinced, however, that even within the limits 
imposed by these circumstances, the present ICAPS nis) taced or in many instancoe 
even considered the intricate oe involved in the coordination of 


intelligence activities within the Goverrment, 


(c) The Office of Collection and Dissemination (ocby 


This is the third of the organisations having an ears role to 
play in the coordination of intelligence activities, Like IGAPS, it is 
located in CIAs but unlike ICAPS, ite memborg have no positive allegiance 
to any intelligence organization outside CIA, 

It combineg three functions, only two of which bear directly upon 
its task of coordination. In the first place, it acts as a service organi- 
zation for the operating offices of CIA in procuring intelligence materials 
pone other agencies, maintaining a central file service in its Reference 
Center, and disseminating intelligence collected by CIA in ite Meld 
operations, These are essentially internal responsibilities, and although 
related to OCD's coprdina ting tasks, are not a part of then. 

The second function, which does involve coordination, 1s the furnishing 
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as a whole. One of these is the maintenance of a central blographic file 
for aéientific and technological personalities; another is a centralized 
index, not yet complete, of all biographical informition in the hands of 
the several departmental intelligence agencies as well as of CIA. These 
functiona involve coordination to the extent that they make 1t unnecessary 
for other agencies to undertake the sams tasks, or to make inquiries for 
the same information of several agencies. 

The third and most important activity of OCD in ths field of intelli- 
genes See is its responsibility for coordimting intelligence 
collection and dissemination within CIA and among the agencies of the 
government having national intelligence resources. In order to discharge 
this responsibility, it is to maintain “continual surveys and contacts" 
among the federal agencies in order to learn what intelligence they have 


1 


available which can be shared with other interested agencies, and what 


information needs they may have which oan properly be satisfied by other 
agencies. It is charged with being familiar with the solleation oapabili- 
ties of all agencies as well as OIA, and to recommend procedures and poli- 


cies throughout the collection and dissemination field. The activities 
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ef OcD were 4ntended not only to serve the intelligence needa of CIA md 
of the departmental agencies, but also to comprehend the whole problem of 
intelligence coblection and dissemination within the entire intelligence 
atructure, and to initiate measures ant condwot surveys designed to achieve 
and maintain its greatest efficiency. 

In fact, OCD has devoted moet of its energies to satisfying the needs 
of the operating unite of OIA for collection and dissemination. It coordi- | 
nates the ievei cease requirements issued to it from other offices of Ola, 
put it does not take and has not sought responsibility for coordination of 
the intelligence requirements of all agencies throxughout the goveraabat. 


ig: 


Thus OCD will secure information for the Office of Reports and Eatinates 


(ORE) of CIA from, for example, the Intelligence Division of the Army; bit 


4% is not consulted and has no role in satisfying requirements of the In- 


telligence Division from the Department of State. In the same way, it con- 


ducte no surveya of the information resources or the collection potentiali- 
ties of other agencies except as there affect the present or anticipated : 


requirements of CIA. It does not attempt to learn, for example, whether the 
economic information collected throughout the several agencies ie sufficient 
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to satisfy the recognized need of the Office of Neval Intelligence for ine 
formation on world shipbuilding capacities. Such a request may be addressed 
to OCD by ONT, in which case OCD will determine the intelligence resources of 
CIA in satisfying ONI's request; but it will not undertake to consider this 
requirement in the light of the seeeiin availability of information throughout 
the entire government, Any such action must be taken by OI, without further 
aseistance from OCD except that which may be specifically agked. 

In line with ite function of surveying intelligence resources, it may 
bea proper function of OCD to recommend to ICAPS that steps be taken by the 
Director to secure authority for ne inspection of intelligence in federal 
agencies, such as the Treasury. ICAPS may take the initiative in such a pro- 
ject itself, but in either case the inspection may well be conducted by OOD. 
So far as we have been able to determine, OOD has not yet made any such pro- 

. to 
posal of inspection to IOAPS or/the Director, and has not conducted any sur- 
veya on its own part which go beyond the normal activities of inter-depart- 
otal liaison. 

It may be observed in general that the responsibilities assigned to 
OCD in regard to the coordination of collection and dissemination are 
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appropriate. They have been interpreted narrowly, however, in terme of the 
needs of the producing offices of CIA rather than of intelligence production 
throughout the government. It is evident that OCD has overlocked important — 
areas where it ehould sponsor formal measureg of coordination in the form 

of recommendations by the Director to the NSC-Departmental inspections is a 
ease in point. The failure of OCD in performance of its coordinating func- 
tion ia also apparent in connection with the absense of implementing direc- 
tives designed to strengthen the position of CIA in preventing duplication 
caidas exieting directives auch as HSC Intelligenée Directive #2. As with 
ICAPS, we are aware of the difficulties meer coordination of intelligence 
activities by OCD. It is true, nevertheless that in OCD as in ather branches, 
CIA hae emphasized its own role ae produser of intelligence reports and esti- 
mates at the Saves of ite responsibility to coordinate. 


; . 
; \ 
: \ 


{ Coordination of intelligence activities as achieved by the DAFECEGE. 


\ 


iy the satelligence Advisory Committee, the Interdepartmental Coordinating ant 


Planning Steff and the Office of Collection and Dissemination through offtotal 
i Py \ ry 
action i2 represented by nine HSO intelligence directives and four direatives. 
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The NSC Intelligence Directive tor the coordination of intelligence 
activities in various ways. Four of them, NSC 5,6,7 and 8, assign certain 
"services of common concern" to CIA under the authority granted in the National 
Security Act (102 d 4). These are coordinative in the sense thet they desig- 
nate more or legs precisely the roles to be played by CIA and she depart~ 
mental agencies respectively in conducting certain intelligence operations. 
fhue NSC #5 provides that CIA alone will conduct covert espionage and ocounter- 
espionage operations abroad except for certain agreed activities by other 
departments and agencies, including the use of casual agents on covert opera- 
tions. It also provides that CYA will coordinate covert and overt collection 
activities among the several agencies and CIA, NSC #6 similarly..gives CYA 
authority to conduct all monitoring of foreign press and propaganda broad- 
eects, and directs CIA to digeseminate the cipeneevicn thus received to in- 
terested departmental agencies. NSC #7 defines the duties of GIA in exploiting 
domestic sources of foreign intelligence, and auowtdes for the participation 
of departmentel agencies in this activity. The directive is comprehensive and 
detailed, both as to CIA's functions and those of the departmental and other 
agencies. A fourth "service of common concern" is provided in NSC #6, in 
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which CIA ie aseigned responsibility for the central file of biographical 

data on forsaignh scientific and technological perconalities which was mentioned 
ae a function of OOD. Here again the participation of departmental and other 
agencies is specified. 

Generally speaking, thie series of NSC Intelligence Directives allocates 
responsibilities to CIA in fields which have been conceded to be those of 
common concern where work can best be done centrally _ CIA, The directives 
have not aroused particular controversy once the principle behind them was 
accepted, and their terms have been generally approved. 

fhe most important NSC Intelligence Directives are Nos. 1,2,3,4, and 9, 
which represent CIA's approach to the basio problem of intelligence coordina- 
tion by allocation of responsibility. They constitute an effort to sort out 
departmental and GIA responsidiilities. 

NSC Intelligence Directive #1 establishes the basic mechanism for such 
coordination. It sets up the IAC "to advise® the Director, specifies, the 
procedures for the issuance of NSC Intelligence Directives and those of the 


Director of CIA; and defines the duty of CIA with respect to the production of 
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“national intelligence." It provides for exchange of information between 

CIA and the departmental agencies, and authorizes the aseignment of officers 
to GIA by the departmental organizations. It includes provision for CIA to 
request authority to inspect intelligence material in agencies of the govern- 
ment, and provides that in producing national intelligence, the CIA "shall not 
duplicate the intelligence activities and research of the various Departments 
and agencies, but shall make use of existing intelligence facilities.* 

NSC Intelligence Directive #2 determines the allocation of intelligence 
@ollection responsibility abrasd among the State, Army, Navy and Air Force 
departments. It establishes rather vague fields of primary interest ("certain 
broad categories of agency responsibility") so far as political, cultural and 
uostabagiaals Bua military, navel and air intelligence are concerned. But it 
merély allocetes economic, scientific and technological intelligence collection 
to each agency Win accordance with ite reepective needs." It provides for 
coordination of normal collection activities in the field bf the senior US 
sc uscnalenstes within the spirit of the directive. 

NSC Intelligence Directive #3 ia an elaborate definition of the forms 


of intelligence production, 1.6., basic, current and staff intelligence; and 


LP see 
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In defining these terms the directive specifies the roles to be played by the 
departmental agencies and CIA respectively in intelligence production . 

fhe directige does not eatablish the National Intelligence Survey pro-. 
gram except to define broadly the general terms under which basic intelligence 
etudies of this kind should be produced by cooperative inter-departmental 
activity. There hae since been no GIA implementing directive on this subject, 
although the program is now well startegon the basis of certain ad bos arrange- 
mente. 

‘With respect to Staff Intelligence, the directive recognizes that “the 
etaf? intelligence of each of the departments must. be broader than any allo- 
cation of ear ieieiee reaponsibility$ “and specifies that eas part of the co-~ 
ordination program, the Director of Central Intelligence will seek the assis- 
tance of the IAC intelligence agencies in minimizing the neceseity for any 
agency to develop intelligence in fislds outeide its dominant interest." By 
indirection, this provision saints up. the vagueness of the original alloca- 
tions of dominant interest, made in NSC Intelligence Directive #2. CIA has 
sought no positive IAC aseiatance which would reduce duplication in collec- 
tion under NSC Intelligence Directive #2, and would coordinate the production 
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of departmental intelligence. 
: 

A further ere of NSC Intelligence Directive #3 commits CLA to a 
_ program of planning and developing the productiom:of national intelligence in 
order to obtain departmental intelligence for this use within the capabilities 
of the departmental agencies to produce it. In an implementing directive 
(DOID $3/1) a sexiinee operating procedure for the production and cocrdination 
of national intelligence is establiehed which is designed to regularise the 
relations of OIA and the departmental agencies in this field. Another imple- 
menting directive (DCID #3/2) specifies procedures to te followed in coordi- 
nating intelligence reports by CIA with the intelligence branches of the 
State, Army, Havy and Air Force departments. Heither implementing directive 
has been in force long enough for ite effectiveness to ve proved. 

Neither the NSC directive nor the CIA iecreeesine diractizes attompt. to 
establieh any control over the production of “national intelligence" by CIA. 
meee is defined as didetagrated departmental intelligence that govers broad 
aspects of national policy and national sesustyss as of concern to more than 
one Department or Agency, and transcends the exdlusive competence of a siigie 
department or agemoy. .. .* It is left to CIA to deciée what is national 
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intelligence in specific cases, as well as to produce it on the basis of this 
decision. . 

— NSC Intelligence Directive #4 provides thet the OIA shall teke the lead 
in preparing a comprehensive outline of national intelligence objectives, and 
from time to time shall: indicate the priorities attaching to the itens so 
listed. The directive has been implemented by DCID #4, which Sie a rather 
generel list of objeétives and provides that approved priority listings shall 
be disseminated by CIA from time to time. 

The most recent NSC Intelligence Directive is #9, which establishes the 
U.S. Communications Intelligence Board (USCIB), epecifies its working mechan- 
idem, and makes it the authoritative agency for the coordination = communiva- 
tions intelligence activities of the Government. It places members from CIA, 
State, Army, Navy and Air Force on the Bosra, and provides that their unemimous 
decision is necessary for approval of particular savvece: The directive ie 
partly significant because of its history. In vt earliest forn it provided 
for an independent, departmental board to control communtostions intelligence, 


which was not to be under the HSC and was not to include CIA es a nemder. How- 


ever, CIA proposed to the RSC that the Director of Central Intelligence take 


\ 
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full control of chaminienties intelligence activitiss = direct and coo#di- 
nate them himself with the advice of the departmental agencies involved. The 
military agencies of IAC took exception to this proposal, and their dissents 
were aan by the NSC ae reported earlier. In the final directive CIA wae 
included among the members of the Board, but was not given authority to diredt 


or coordinate activities in this field. 
PR nag ee Te I ITI OR rome 


Hote: Following thie disoussion of the Directives there should be a 
disouswign of the actual practi@e of aoordination, and its successes 
and failures in various fields, such as scientific intelligence, intel- 


Ligence collection, counter intelligence, intelligence production. 


2 St ae 


on, fons 
1. OIA has neglectedite primary responsibility of promoting the co- 
ordination of the intelligence activities of the Government. That coordi- 
nation which hee been achieved consiets mainly of the assignment to CIA of 
‘ ; 
certain common service functions; the mere allocation by directive of respon- 


sibilities for the collection and production of intelligence has not been 


effective. 
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%. In general, each department and agency continues to conduct its 
operations as it chooses without the benefit of coordination by CIA, There 
is no attempt at systematic coordination in some of the major fields of in- 
telligence activity. 

3. An agency such as the Intelligence Advisory Committee is sound and 
should also have responsibilities for the cooréination of intelligence opinion 
is a point which will be considered ieee. Tt is essential that the Director 
of Cis and the other members of the Intelligence Advisory Committee take more 
responsibility in ensuring that it becomes an active agency for advising on 
the sonttinnte coordination of intelligence aotivities. 

4, The IAC Standing Committee shoula be eliminated, ac it detracts from 
the authority of the IAC and prevente the proper functioning of ICAPS. 

5. IGAPS should be reconstituted so that it is more Clearly a staff 
agency responsible fo the Director of CIA although it should remain in close 
touch with the service departments and State. The members of this staff 
should be responsible only for developing plane for the coordination of in~ 
telligence activities and should not have any liaison duties relating to cur- 
rent operations. 
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6. The Office of Collection and Digseemination should be broken up and 
ite various reeponsibilities re-allocated. The diasemination of CIA intelli- 
gence should be done by the offices producing it and not by a separate office, 
as discussed in later chapters. ‘Reference and related services should be 
performed by a reconstituted Office of Reports and Estimates, as discussed 
later, The limited responsibilities of OOD for coordinating the collection 
requirements of the various government agencies should be carried out as a 


subordinate activity under the reconstituted ICAPS, 
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